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GOVERNOR’S MANAGEMENT TASK FORCE

Statehouse

. Boise, Idaho 83720
Thomas C. Frye
Chairman

Peter T. Johnson
Vice-Chairman

August 1979

The Honorable John V. Evans
Governor, State of Idaho
State Capitol

Boise, Idaho 83720

Dear Governor Evans:

On behalf of the entire task force, it is 8 pleasure to submit the final report on our
evaluation of state government operations in Idaho. This project, staffed by loaned
executives and financed through private sector contributions, represents nearly 11,000 hours
of work. The limited exposure afforded by 10 weeks of intensive study daes not qualify the
task force as experts in government. However, we feel our recommendations will improve
the management aspects of existing programs. In addition, we were impressed by the
dedicated employees and good delivery of services throughout the agencies reviewed.

The objective of our recommendations is to improve the quality of services being rendered,
help lower operating costs and provide employees with a better understanding of their
responsibilities in order to increase job satisfaction. Some proposals require more than
executive action to implement. Therefore, we urge the Legislature to carefully consider the
fundamentals of these recommendations, laying aside past bases of judgment and
supporting the concepts of contemporary management and value analysis. While
government does not have the same “bottom line” as the private sector, the tools required by
its managers and the need to measure results to determine the level of efficiency can be
quite similar. Unfortunately, the state’s work force is handicapped by the absence of the
career planning, results orientation, merit incentives and, most of all, encouragement and
recognition found in well-managed companies. Continuing education in management
principles for all levels of government administrators is another element which must be
given priority if Idaho is to benefit from the opportunities offered by rapidly advancing
techniques for performing work, gathering information and organizing people.

Serving as chairman of this project has been extremely rewarding. The fact that you and
other state officials have encouraged an objective examination of government efficiency plus
the substantial financial commitment made by the sponsoring organizations and the
dedication displayed by the task force are excellent examples of the cooperation which
chould always exist between the public and private sector. Throughout this program,
department heads and other government personnel have helped develop ideas which
promise great rewards to the citizens of ldaho. Therefore, we urge that these
recommendations be implemented as soon as possible by appropriate action of Executive
Branch agencies and the Legislature. ' '

Sincerely,

Thomas C. Frye
Chairman

A Non-Profit Organization
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Foreword

Inresponse to the growing concern over government spending, Governor John V.
Evans decided an objective review of the state’s management practices would
help ensure more effective use of all available resources. Based on the success of
similar efforts in other states, he authorized a private sector sponsored task force
to identify specific areas where administrative economies could be realized
without reducing the quality of government services. An Executive Order
created the Governor’s Management Task Force and provided it with the author-
ity to carry out this commitment.

Governor Evans asked Thomas C. Frye, Chairman and Chief Executive Officer,
The Idaho First National Bank, to organize the Governor's Management Task
Force in January 1979. Mr. Frye, in turn, enlisted the aid of Peter T, Johnson,
former President and Chief Executive Officer, Trus Joist Corp., to serve as
Vice-Chairman and participate in the recruiting of volunteers and in fund
raising efforts.

Shortly thereafter, a non-profit corporation was formed to process the tax-exempt
contributions from the private sector, Throughout the project, coordination and
staff support was provided by Warren King and Associates, a Chicago-based
management consulting firm.

More than 100 individuals and organizations throughout Idaho responded to the
Governor’s request for assistance. They made direct financial contributions in
excess of $176,000 and volunteered the services of 26 management specialists
for the 10-week study phase.

. Tofulfill its mission, the task force was organized into three separate teams. Each

consisted of eight to 10 management specialists, headed by an experienced
corporate administrator.

O Carl H. Bailey, General Manager-Centralized Staff, Mountain Bell, as-
sumed responsibility for study activities involving the general government
agencies and offices.

O Kenneth R. Pyburn, Location Manager, International Business Machines
Corporation, supervised the reviews of all of the state agencies rendering
human services, :

O Joseph D. Swoyer, former President, Young & Rubicam, Chicago, headed
the group which would evaluate the operations of the economic and
natural resource agencies.

The study phase of the program began in late March with all Executive Branch
agencies participating. However, the review of educational institutions involved
only their relationship to various central services. Elected officials were also
invited to participate by the Governor. Those accepting included the Lieutenant
Governor, Secretary of State, Attorney General, State Auditor and Superinten-
dent of Public Instruction. State personnel made significant contributions by
providing detailed background data on operations and offering suggestions for
improvement to the task force. Since the examination of the Industrial Commis-




Benefits

sion produced no recommendations for change, a report has not been included
on this organization.

As research was completed on each agency or function, recommendations were

drafted by the task force teams for consideration by thé Operating Commitiee.
This group consisted of the Chairman, Vice-Chairman and the three team lead-
ers. Report drafts were carefully edited, then reviewed again by the team leaders
to ensure content accuracy. Recommendations were also discussed verbally
with respective agency heads to encourage further input and provide an oppor-
tunity to initiate implementation. On completion of these activities, the report
was released for printing.

The report material is presented in three sections. The first, Government Opera-
tions, summarizes task forcefindings including those of the ad hoc committee on
data processing. Here, descriptions of proposed changes and details-on antici-
pated benefits have been substantially condensed. However, backup files con-
tain the full text of proposals as well as other supporting materials. These will be
available to expedite implementation.

The second section, Digest of Recommendations, provides an easy reference on
each proposal. It includes recommendation statement, indentifies the action
needed for implementation and summarizes the financial impact. The final
section is a complete listing of Sponsoring Organizations. An organization chart
of the Executive Branch has also been included on the last page of this section for
reference purposes.

The task force developed 212 recom mendations for improving the management
and administration of state government services in 1daho. Of these, 84% require
only executive action for implementation while the balance need legislation or
constitutional modifications. Wherever possible, the task force identified a spe-
cific financial impact for its recommendations. The table, which is shown
immediately below, summarizes these financial estimates. However, generation
of savings or income was ot the sole objective of this program. Realizing
anticipated improvements in management effectiveness and service efficiency
were equally important goals.

ANALYSIS OF POTENTIAL BENEFITS

Annual STATE FEDERAL TOTALS
Savings ‘ $ 7,146,000 $ 83,500 $ 7,229,500
Cost Avoidance 2,315,700 1,327,700 3,643,400
Income 7,835,800 — 7,835,800
Cost ___(ll__Bﬂ_Q@ _— (318,100}

Net Annual $16,979,400 $1,411,200 $18,390,600

One-Time
Savings $ — — $ —
Cost Avoidance 64,600 — 64,600
income 1,963,700 — 1,963,700
Cost {1,541,500) _ (1,541,500

Net One-Time  $ 486,800 —_ $ 486,800




Implementation

Benefits were classified as either annual or one-time in the following categories.
Savings are based on proposed reductions in current operating expenses. Cost
avoidances represent anticipated reductions in an agency’s appropriated funds
which are not currently being used. For example, the elimination of a vacant
position is a cost avoidance.

Income is the generation of new or increased funds resulting from improved
investments, increased service fees, sale of assets and the like. Costs are
estimates of the expenditures needed to implement a particular recommenda-
tion. Where costs are associated with projected savings, cost avoidances or
income, only the net amount is shown. '

Proposals to raise fees were restricted to those areas where a specific user group
— rather than the general public — was the recipient of a government service. In
such cases, the recommended increase was limited to the amount needed to
recover the actual cost of providing the service. Since the most direct benefits to
Idaho taxpayers will result from recommendations involving state funds, the task
force also attempted to classify potential benefits by funding source such as state
or federal. '

For the most part, benefit calculations were based on fiscal 1980 appropriations.
If personnel changes were proposed, the saving and cost estimates were calcu-
lated using salary range midpoints plus a conservative 20% to cover fringe
benefits. In instances of improved cash flow, the interest on such funds was
calculated at an annual rate of 6%.

Every effort was made by the task force to state benefits conservatively, As a
result, some implementation results may exceed estimates. Where available data

was not sufficient to accurately calculate potential returns, only orders of mag- -

nitude were indicated,

A number of proposals can be implemented with a minimum of delay while
more complex recommendations will require greater time and effort. Therefore,
the state must establish realistic expectations, priorities and timetables to
achieve the potential benefits. However, an effective implementation plan must
be developed to optimize results. '

Experience in other states indicates about 25% of the expected returns should be
achieved infiscal 1980. This should increase to the 40% or 60% range by the end
offiscal 1981 while additional benefits should continue over thefollowing years.

The major responsibility for implementation rests with individual agencies,
Since all recommendations were reviewed with the appropriate officials during
May and June, many may already be in effect or in the early stages of implemen-
tation. To maintain this momentum, the Governor should direct this overall
effort, designating a full-time implementation director to serve on his staff. This is
essential. In addition, independent verification of results reported by state agen-
cies should be authorized. '

The task force has already appointed a review committee to provide assistance
and support as state implementation efforts proceed. Additionally, support and
assistance will also be available from the staff of the task force to help in any
possible manner.




|AuuOsIag puR (83814

— paddng @ARTASIUIWPY
(LBl

— woddng SARRISUILPY *
neaING SUORREH

AOGET] PUF AJSRS "

nesng Buiping ulopun

. neasng Bujquinig °

nEeNG (934191 "

UL GEYEH *
UORRISUILIPY *

gausInsu| JuawAodweury
30 UORIAL] "
S2AIS QOF 40 uoIsiAlg
FHAIRG
SANENEUIWPY JO udfimMd ©

suny@adQ (euobay

JUBLIUGCIIAUT JO ual
WONRH| IS

ANUNWILWOY) JO UBISAC

Juawebeuapy Jo UGIEALG "

Aigsgi} a4s oyspl

AL8I205 (821101 H CUER| ~
Hun

SUDIIRUILLIAIAT AlIjqesd "

pue J830 I 104 1O00YIS "
UQHIBINPT |BUOIRRIOA -
uGieINP3 JaybiH
uopRaNP3 Jo udLedeq

uosIAlg 8087
uoIsIAI] WOLRYS uBlaps ©
uoISIAL] SN JOICHN T
§1a1(J 831|0g HEI5 T
$3D1A4BG 3N|0d *

BOISLAL
5321AJAS SAIRIISILILIPY

SAUIENPUL JO WKHEIAG
© @joied pue

uGLEGO]g 4O UCIHMa "
a1NLLEU | {BUCRD3RI0D

OyEP] HIION JO uOISAg
12180 [A3Ipay

A3in2eS CYepY jo uolemA °
UOPNGIISU| [BUGIIT3IIOT)

AMNINDBE OYBR| 3O UAISIALG "
[ ERTENT

vawabeuspy JO UCIERANT "

1apeaus)

NOISSINNGD LNIWAOTAWS B NOILYONG3 40 LNIWIDUOANT MY SNOILOTHEOD 40
AVIHISAANI 40 IN3ALYY4SIA IN3WLHY43G ouvos 31ViS 40 LNIWLEvdaa ANIWLEY4IO
si0}3adsu)
UOINIHUWPY JO DRAING SIRIGRARPE O WOISIAIQ "
Buiuueid pue suolesdo PRI . s183 18
uawebaueyy 4o nEEING ° ucsialg 92108 Y Y149 JO uolEIM] " a0} N2l JO uDIAI] "
uoEHOdINEI] d1Gnd PUR woddng pue wausbauep ahusy UDLESIIRY O UO| suonaIedO saLsNpuUf
£2INALOIRY JO MOISIMT * uOisAMQ SISA(SL Y 1834NARSH © pud 1pUET JO UOISIAID " DR JO O jeuabay jo uojsiaid ” Wil g JO WslAIg
sAesmybiH jo uamaIg uolEImg 583n0seY [ LR Buluul|g pue saLIIENPU]

H9IS §,10338410

OISR i 882N088Y

A0 JO UOIRIAIQ "

GALIRIISILIWPY O NELNG

nuglBolg JO UCIBIA] "

[euIUY §0 UDIEIAG 7

IBNLININHOY 40
AN3WldVd3d

suOpRUWEXT JO UOIHAIQ "
ORI b LLPY $O LOIEIAD "

5A1MINDSS 4O NABING "
neng epo] HPMJ

SISWNIUGY Lo
SUQIRULERT

[@iDuURU] 4 JO NEAING
JWNALSG

Loddng O NEMNE ©

JaWNIUQY) PUe YUY °

uCIBIAQ Heriie] palenbay
uoisiAalg

315009404 PUB S10H

@ausu) 4 pud Bupunoday -

uoiElAQ 186977

HEIS BAEISLLLPY

UO[IRULIOM| jO nadng *

B33|AEG P|#14 JO NEAMNE °

gy Jo neaung °
suoiesadQ

enuasald 40 neng ©
LURIEVEI

oddng jo nedsng "

UD|SSILULLIOY) [PUUOSIa ©
Buseyding jo uoisiag ”

|EaBueDy JO UDIHAID

WOIBIALL AJUMILY
swiasboid
1,UBLLIOA UG UOIFHWILIOT
pul|g 8yl 1O} UGSEILWEG]
nybiy
UBLIN U0 UOISEIWING]
Bujby Lo @240 "
pudog Juawliaaut
pung Juewmopud -
pung S3ueInsU) B3NS
Agsuadag Jonbi "
WaISAS Juawainiay
ssAo)dwy augnd.”
JuIdGaAsQ |aLsnpUl
PUR WENO Y 0 UoBAI] "
ABsaug jo 40"

AN3WLEV4Id $39WN0S3H HILYM SONY1 40 oﬂ.w_.wuww.wﬂ_o SINVD ONV HSH 40
NOILV.LHOJSNYEL 30 LNIWLEV43T IN3IWLEVAIT N a0 LN3WLHY430
waloRA PY
LENT FLLIEAG

- UOREUEPIODD Pus Buuurld

Adljod ‘3ebpng jo usislag

S3DIAMIS
AVIHLSNON
QNV HOBY 30
AN3W1lHvd43a

IONVUNSNI 30
FUELIRLZE]

JONVNIZ
PLELVELTELEDY

NOLSSIWWOD
S3LLTILN D1T8Nd

NOILYXVL ONY
3NN3A3H 30
1NIWLLEVdIO

NOILVHLSININGY
40 IN3IWlbvd3d

[

HONWIA0D 3HL
40 321430

]

HONH3IADD

OHVal 40 31ViS
NOILVZINYDHO HONVHE JALNI3X3A




| Contents

Section | -
Government Operations

1.
3.
5.

8.
9.

10.
12.
17.
17.

19.
19.
20.
22,
22,
24.
24,
26.
26.
27.
29.
31,
36.
37.
40.
42,
48.

Overview
Office of the Governor
Division of Budget, Policy Planning
and Coordination
Office of Energy .
Division of Tourism and
Industrial Development
Public Employee Retirement System
Liquor Dispensary
State Insurance Fund
Endowment Fund
Investment Board
Office on Aging
Commission on Human Rights
Commission for the Blind
Commission on Women's Programs
Military Division
Lieutenant Governor
Attorney General
Secretary of State
State Auditor
Pre-Audit and Accounting
Computer Center
Data Processing
Department of Administration
Division of Genera! Services
Division of Public Works
Division of Purchasing
Personnel Commission

49,
52,
53.
54,
56.

57.
59.
62,

66.
67,
69.
71.

72,
73.
74.
75.
76.
77,
78.
78.
80.
81.
84,
89.
92,
92,
93.
95.

Department of Revenue and Taxation
Public Utilities Commission
Department of Finance
Department of Insurance
Department of Labor and
Industrial Services
Department of Agriculture
Department of Fish and Game
Department of Parks and Recreation
Department of Lands
Department of Water Resouces
Transportation Department
Division of Highways
Division of Aeronautics and
Public Transportation
Bureau of Management and Planning
Bureau of Administration
Department of Corrections
Department of Law Enforcement
Administrative Services Divisipn
Police Services Division
State Police Division -
Motor Vehicle Division
Weigh Station Division
State Board of Education
Department of Health and Welfare
Division of Community Rehabilitation
Division of Environment
Division of Health
Division of Welfare
Department of Employment




- -Section 11

Digest of Recommendations

99.
99.

99.
100.
100.
100.
100.
100.
100.
101.
101.
101.
101,
101.
101.
101.
101.
102.
102.
102.
103.
103.
103.
103.
104.
104.
105.
105.

Office of the Governor
Division of Budget, Policy Planning
and Coordination
Office of Energy.

Division of Tourism and Industrial Development

Public Employee Retirement System
Liquor Dispensary
State Insurance Fund
Endowment Fund Investment Board
Office on Aging
Commission on Human Rights
Commission for the Blind
Commission on 'Women’s Programs
Military Division -

Lieutenant Governor

Attorney General

Secretary of State

State Auditor
Pre-Audit and Accounting
Computer Center

Data Processing

Department of Administration
Division of General Services
Division of Public Works
Division of Purchasing
Personnel Commission

Department of Revenue and Taxation

Public Utilities Commission

Department of Finance

105, Department of Insurance
105. Department of Labor and Industrial Serwces
105. Department of Agriculture
106. Department of Fish and Game
106. Department of Parks and Recreation
106. Department of Lands
106. Department of Water Resouces
106. Transportation Department
107.  Division of Highways
107. Division of Aeronautics and
Public Transportation
107. Bureau of Mariagement and Piannlng
107. Bureau of Administration
107. Department of Corrections
108. Department of Law Enforcement
108. Administrative Services Division
108. Police Services Division
108. State Police Division
108. Motor Vehicie Division
108. Weigh Station Division
108. State Board of Education
109. Department of Health and Welfare
109. Division of Community Rehabilitation
110. Division of Environment
110. Division of Health
110. Division of Welfare
110. Department of Employment
Section Ul

Sponsoring Organizations

111,

Sponsoring Organizations







o

e

A LI e ik o UL L

Budgeting, Accounting
and Auditing

Overview

During its review, the task force found many indications of effective service
delivery and conscientious attention to assigned responsibilities by state person-
nel. However, state government does not operate in a static environment.
Changes in programs as well as the need to react to citizen demands require a
responsive base on which to build for the future. The statewide reorganization of
1974 provided major improvements in Idaho’s operating structure. Now, the
proposals of the Governor's Management Task Force offer an even greater
opportunity to further refine both organization and operational activities. To
achieve this goal, recommendations have been developed to modify the internal
activities of several agencies to improve overall coordination. in addition, other
functional realignments within and between agencies are also proposed to
enhance operating efficiency.

The task force identified major weaknesses in the coordination of information
needed by the state’s budgeting and accounting activities. These deficiences
stem from a fragmentation of related functional activities to a large extent. To
resolve the problem, recommendations have been formulated to realign respon-
sibilities now housed in several agencies and offices of state government. For
example, the State Auditor currently presides over the state’s centralized data
processing and accounting services while audit responsibilities are assumed by
the Legislative Auditor. However, budgeting and economic planning activities
rest with the Division of Budget, Policy Planning and Coordination in the Office
of the Governor. Therefore, effective direction and coordination of vital fiscal
and management informationservices is difficult, if not impossible, undér such
diverse circumstances.

As a remedy, the task force has proposed the transfer of accounting functions now
performed by the State Auditor to the Division of Budget, Policy Planning and
Coordination. This will consolidate interrelated accounting and budgeting activ-
ities. In line with its new role, this unit would be renamed as the Division of
Financial Management. Since ecanomic planning is no longer an appropriate
activity for the division, this responsibility would be moved to the Division of
Tourism and Industrial Development in the Office of the Governor. The latter
agency would also be renamed as the Division of Commerce, Tourism and
Economic Development.

As a constitutionally elected officer, the State Auditor’s primary responsibility
could logically be assumed by the public to be that of auditing the performance
of Executive Branch agencies and identifying areas where financial or operating
performance can be improved. Thus, this office would not be expected to
perform accounting services or provide data processing capabilities. By reassign-
ing these activities, the potential for conflict of interest would be eliminated.

Therefore, the State Auditor should take over the Executive Branch evaluations:

now performed by the Legislative Auditor.

Another area of the budgeting process which needs attention is the legislative
appropriations process. Allocations are utilized to establish controls over state
expenditures by imposing dollar limits by department, program and expenditure
class. Unfortunately, the seeming inability of the various agencies to cbtain
capital and operating budget requirements has caused these entities to inflate




Data Processing

Personnel Management

Physical Resources

personnel funding requests. The monies are then realiocated through the state’s
transfer process for use in relation to capital and operating programs, making the
detailed appropriations procedure almost meaningless. More stringent controls
as well as more realistic budgeting approaches have been proposed for imple-
mentation by the Legislature to ensure effective fiscal management. Fur.
thermore, an annual report process should be implemented to highlight var.

“iances from the original legislative appropriations.

The state has substantial investments in data processing technology. Unforty-
nately, the lack of appropriate control has resulted in costly decentralization and
duplication as well as ineffective responses to the need for timely, accurate
management information. Frustrated by the inability of existing operations to
meet their requirements, agencies have established independent data processing
operations, causing redundancy, inefficiency and inflated expenditures,

To correct this situation, the task force has recommended the creation of a new
Department of State Information Systems. This agency would have sole respon-
sibility for data processing planning, development and systems implementation
throughout state government. It wouid also be directed to develop a statewide
master plan dealing with data-processing resources. The computer center, now
under the jurisdiction of the State Auditor, would be moved to the new depart-
ment to serve as a service bureau for agencies requiring centralized computer
capabilities. Monitoring responsibilities currently vested in the Division of Bud-
get, Policy Planning and Coordination would also be reassigned to the new
department. However, these actions would not preclude the continued opera-
tion of computer centers in individual agencies where such activities can be
cost justified. ' .
Ongoing training for managers and supervisors in modern administrative tech-
niques also deserves attention. Proper instruction will help develop adminis-
trators so they can meet current obligations and respond creatively to future
challenges. In addition, the state must recruit and promote qualified staff on-a
timely basis when key vacancies occur. Here, proven management skiils should
be one of the essential selection criteria. :

Since government is almost totally dependent on the quality of personnel re-
sources, inequities in the state’s compensation policies shouid be corrected.
Several situations exist where supervisors are receiving lower pay than subordi-
nates. This is contrary to |daho’s recently adopted concept of basing salaries on
performance. To attract and retain competent managers, the state must imple-

ment a comprehensive evaluation of its compensation/benefits program and

take positive steps to correct inequities.

Personnel policies covering staffing changes related to organizational re-
structurings, resolution of current inequities and appropriate use of exempt status
should be developed. For example, an effective attrition program would help
adjust personnel levels without adversely affecting employees’ performance.
This is important in view of task force recommendations addressing staff re-
ductions and reassignments. :

- Potential cost reductions are possible in the management of the state’s physical

resources. Effective management and control of facilities, telecommunications
equipment, motor vehicles, capital equipment and state-owned land are essen-

‘tial elements in any program of administrative improvement or cost control.

P ER TR
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Present Operations

‘Recommendations

These and many other areas are covered in the following agency-by-agency
analyses plus a special functional report on data processing. Each recommenda-
tion has been carefully developed to provide objective, instructive guidance to-
administrators in the Executive Branch and the Legislature in their efforts to
achieve efficient, cost-effective government in Idaho. ‘ :

Offi'ce of the Governor

The Governor is the chief executive officer of the state and serves a term of four
years, Incumbents are responsible for supetvising all agencies within the Execu-
tive Branch except those directed by other elected officials. ‘

The Office of the Governor is organized to provide administrative supportto the .
incumbent and includes 19 positions. Its fiscal 1980 appropriation amounts 1o
slightly more than $550,000. The present organizational structure includes a

~ chief of staff, a number of special or confidential assistants as well as-several

clerical support employees.

Weekly meetings are held with office personnel while department heads meet
with the Governor on a monthly basis. Schedules identifying the Governor’s
proposed activities on a daily, weekly and monthly basis are prepared by the
assistants who also brief himon importantupcoming events. Thereis littleformal
reporting at the staff meetings and no minutes are kept. A central file system has
been set up to catalog materials on both an alphabetical and topical basis. The
Governor maintains an open door policy to help ensure his accessibility to
governnient personnel and other individuals. ,
in general, the office operates effectively. However, some structural im-
provements could enhance overall efficiency and partially relieve the burden
placed on the chief of staff. In addition, present personnel lack formal job
descriptions and written procedures. The physical layout of the office could also
be improved. ' : '

1. Redefine staff coordination and liaison responsibilities in the Office of
the Governor. ;

A_substantial number of the current staff are unsure of their specific re-
sponsibilities. As a result, follow-up on assignments is difficult and requires a
significant amount of coordination from the chief of staff. Weekly meetings are -

generally attended by 14 to 16 people. This is too large a group for effective - -

interaction, given thediverse range of interests they represent. The fragmentation
of responsibility also has an adverse effect on communications with Executive
Branch agencies. '

Existing problems could be largely eliminated by restructuring the office. Under
the proposed concept, three executive assistants would be appointed to serve the
Governor and participate in .the monthly department meetings. They would
constitute a communications link with the various directors and, at the Gov-
ernor's assignment, could act as his delegates. Their main responsibility would
be to assume administrative chores for the Governor, leaving him with-more time
for one-to-one contacts. Specific duties would be as follows:

3




0 Executive Assistant for Operations: This individual would act as liaison
between the Governor and major agencies within the Executive Branch.
The incumbent would supervise three special assistants who would work "
with groups of departments having the following related interests; human
resources, natural resources or economic resources. The executive assis-
tant would also help coordinate department budget requests to ensure
conformity with general state policies, - :

O Executive Assistant for Administration: The responsibilities assigned to this
post would involve coordination of. service functions provided on a
statewide basis by specific departments to other Executive Branch agen-
-cies, A major activity would involve the-formulation of a master plan for
growth, ‘economic development and resource allocation in cooperation
with the proposed Division of Commerce, Tourism and Economic De- _
velopment. Coordination of a statewide information system would be
another high priority area. o '

'O Executive Assistant for Legislative and Public Affairs: As the title implies,
~ this individual would establish ongoing communications between the’
Governor and both the Legislature and the public. Additional liaison
responsibilities would encompass the Attorney General’s office as well as

various local and federal government agencies.

In addition to these positions; a post of administrator would be established to
supervise the administrative support functions in the office. Imiplementation of
‘this approach would greatly enhance overall efficiency. Based on current ex-
penditures, the additional ahnual cost is estimated at $36,800, ‘

2. Revise the office layout.

Existing office space is not allocated to ensure efficiert work flows, activity
. coordination or effective utilization of support personnel. To improve this situa-
. tion, current space assighments should be revised to relocate personnel in more
appropriate areas based on the functions they perform. Implementation costs
would be minor. .~ .~ - ‘

3. Increase participation in the State Executive listitute.

: . . ' ..
. Legislative audits continue to identify a need forimproved management training
and development in'most departments. To meet these needs, a State Executive
Institute has been established. However, participation to date has been limited.

Considering the value to be obtained from ongoing management training and
.upgrading of executive skills, the Governor should initiate a program to increase
participation in institute activities through the Executive Branch: The annual cost
is estimated at $68,000. ‘ ' o :

4. Utilize annual o'bjéi:tivés with quartgrly progress reports.

In order to document personnel ‘performance, it is necessary to have formal
objectives against which to measure achievermnents. These do not currently exist
throughout Idaho’s state government.

* To'remedy this deficiency, ’each_ member of the Governor’s staff as wellas the

directors of the various Executive Branch agencies should prepare a concise set
of annual objectives, identifying major goals, problems, time schedules and
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financial criteria. Quarterly progress reports could then be submltted to docu-
ment progress or hlghllght problem areas.

5. Develop written job descrlptlons

Where posrtlon descriptions exist, they are sketchy and madequate As a result,
staff members are somewhat unsure of their basic responsibilities and some
overlapping or redundancy has developed. To clarify this situation, a program
should be undertaken to develop comprehensive job- descrlptlons for each
member of the staff. .

6. Preparea procedures manual for staff use.

There are few written procedu res with regard to mail handlmg, telephone calls,
personal schedules, information routing and other support activities. This makes
training new personne! difficult and impedes general efficiency. A procedures
manual should, therefore, be developed to describe various supportfindings and
related dUtIE

Division of Budget,

Polfi,cy Planning.and Coordi_nation

. This d|\f|5|on handles a broad range of planning, budgetlng and control
. functions. It is headed by an administrator who supervises a staff of 75. The fiscal

1980 appropriation amounts to-almost $7.4-million. Organizationally, the dlw-
sion consists of the following bureaus: ‘

-[J Management Systems: Responsible for ensuring the effectiveness of a
variety of budget and control systems including the annual Executive
Budget, position, federal aid and aliotment controls and fiscal year-end
closing procedures

] Flscal Processes accounting documents and malnta:ns the dwnsnons
internal accounting system.

DCommunity'Affairs':' Sen"e_s as an advocate of local government and
provideé technical assistance to various communities.

O Economic, Human and Natural Resources: Assists Executive Branch agen-
cies in the development of annual budget requests. These three bureaus are
each responsible for departments with functional responsibilities related to
either economic, human or natural resources in the state, '

O Criminal Justice: Hendles statewide criminal justi¢e planning and analysis
functions in addition to rendering assistance to law enforcement agencies
seeking federal grants.

The current staff includes many qualified, dedicated individuals. The adminis-
. trator functions as the state’s chief financial officer, but the division’s internal
structure. is not approprrate for carrying out such a major responsibility. Im-
provements are needed. in several planning and control functions.



7. " Revise the functional responsibilities of the division.

The administrator of this division acts as the state’s chief financial officer. How-
ever, the ability of division personnel to effectively direct Idaho’s budget de-
velopment and control process is substantially reduced by the assignment.of

. inappropriate planning and policy responsibilities. In addition, there is no cen-
tralized control of major financial management activities.

A number of changes should be |mplemented to revise emstmg funct:onal
responsibilities as follows: :

O Transfer. administration of the state’s accounting system from the State
Auditor to the division which should then be retitled the Division of
Fmanual Management.

O Move current economic and forecasting responsibilities to the proposed
. Division of Commerce, Tourism and Econom:c DeveIOpment in the Office
of the Governor. _

. O Relocate the dIVISIOHS Criminal Justice Bureau to the Department
of Law Enforcement :

O Reorganlze remaining functions in the division into three bureaus: Budget,
Accounting and Management Systems. Responsibilities of the new organi-
zation would concentrate on financial analysis, planning and control. It
would not initiate general policies which.would be left to the Governor and
his department directors. However, the division would analyze the finan-
cial implications of specific policy alternatives. It would also continue to
perform major. planning and management activities as part of the budget
development and control process.

Implementation will permit the admlmstrator to function-more effectlvely inhis
role as. the state’s chlef fi nanc:al officer.

8. Implement more .effectwe expenditure controls.

The present system of legislative appropriations establishes control over state

expenditures by imposing dollar limits by department, program and expenditure

class. In addition, each agency is provided with a list of approved personnel

positions. However, the various means available to affect fund transfers fiom one
expenditure class to another make the detailed appropriation procedure almost

meaningless. The current system should be rewsed to establish more effectlve

expendlture controls as follows:

.ONo transfers of funds shoutd be permitted between program orexpenditure
classes. Supplemental appropriations should be requested from the Legis-
_lature in emergency situations.

O Budgetary spending limits should be established based on-the total de-
partment appropriation. Individual program or expenditure overruns or
surpluses would be identified for informational purposes only.

O The Legislature would retain the right to set authorized personnel limits
-and could also estabhsh restrictions on funding for specific programs if they
are necessary.




Implementation will provide actual program costs and eliminate the large
amounts of paperwork now created by fund transfers. I :

9. Provide instruction on zero-based and incremental budgeting to agency
and legislative personnel.

Many agencies feel their budget personnel do not fully understand the
mechanics of preparation or the decision unit concept involved in both zero-
based and incremental budgeting. Some departments have also indicated that
legislative appropriations for their programs are not based on identified decision
units. To improve the effectiveness of the budget process, the division should
conduct seminars for agency and legislative personnel to discuss important
aspects of zero-based and incremental budgeting. This should include the need
for recosting legislative appropriations into identified decision units for depart-
ment use. : :

10. Define major policies in advance of the budget prepail_'ation cycle.

The budget process is not as effective as it should be in producing a management
plan for the state. The main reason is that major policies are not completely )
formulated until the budget preparation cycle is concluded. Gubernatorial
‘guidelines at the beginning of the process are limited to general directives on
acceptable department expenditure levels.

To improve the effectiveness of the annual budget, préliminary strategy
statements should be prepared by each departmentto identify anticipated activi-
ties during the forthcoming budget year. After review by the Governor, these
statements would serve as a basis for budget development activities.

11. Improve the effectiveness of budget control reports.

Many agencies do not consider the expenditure reports produced by the State
Auditor t6 be adequate as budgetary controls. The major problems appear to be
timeliness and format. As a result, departments are‘maintaining internal account-
ing systems to produce required data. '
. 4 .
In order to eliminate such redundancy and reduce related operating costs, it will
be necessary to make centralized processing activities more responsive 1o
agency needs. This may entail a major systems development effort including
in-depth cost-versus-benefit analyses of proposed changes. Although the costs
could be substantial, the anticipated benefits are potentially greater.

12. Revise procedures for evaluating annual performance. -

Agencies identify annual performance objectives as part.of their budgeting
process. However, actual results are not measured against these criteria. They
appear as_historical data on future budget requests. Procedures should be
established to identify performance progress versus annual goals on a quarterly
- basis. implementation of this proposal would ensure proper emphasis is placed
on operational effectiveness. '

13. Include department directors in budget réview sessions.

Because directors are not included in the Governor’s review sessions with
division staff, they can only make after-the-fact appeals regarding budget deci-
sions. To improve overal| communications and understanding of gubernatorial
objectives, department directors should be inciuded in these review meetings.
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14.. Provide more data proc_essin'g éiuppOrt for budget preparation.

- Although much of the required information is in computer files, agencies must. -

spend substantial amounts of time manually amassing data for their budget-
submissions. System modifications would make it possible to provide
computer-generated expenditure projections for agency use, greatly simplifying
current tasks. The one-time cost of implementation would amount to approxi-

mately $20,000,

15. Simplify budget request forms.

Current forms require excessive amounts of supporting detail. In addition, some

of the information requested could be obtained directly from available computer

printouts. The time required to prepare budget requests could be reduced -
substantially if the existing forms were simplified and printouts utilized for wage
and salary summaries. o .

16. ‘Relocate tfp'e Peice Officers Standdfds: and Training Academy.

" The present ‘facilit;'es af_e_ o_\fercrowded‘ and ihadeqpate. The vehicle driving

range has been closed as unsafe and the estimated cost of repair of $58,000.

Upon completion of the new state office tower, agencies now occupying the
armory building.in Boise will be relocated. The armory would be an excellent
site for.the academy so plans should be made to shift the operation there. The -
one-time cost of modifications would be about $53,000, resulting in a net cost
avoidance of $5,000. ' . :

Office of Ehergy |

The Office of Enéfgy was created in 1974 to allocate scarce petroleum products.
Since then, its responsibilities have been expanded to include a variety of energy
conservation and resource development activities.

'The Director of Energy spends approximately 60% of his time advisihg the

Governor and Legislature on energy matters. He is assisted by a staff of 15, the
majority of whom are working to implement the Idaho Energy Conservation Plan
adopted in 1977. The overall goal is to reduce the state’s energy consumption by
5% of projected 1980 use, ' ‘ S

Activities encompass conservation programs in state and local governmen,
schools and libraries, industry and commerce, agriculture, transportation and-
residences. The office also attempts to provide for the development of alternate
energy sources and is responsible for emergency fuel allocations. The fiscal 1980
appropriation amounts'to $150,800 in addition to almost $746,000 in federal
program monies. : . : ‘

The office has been”handicapped in its operations by an unfavorable image
caused by actions of the previous director. Overall, there appear to be far too
many programs, most of little significance. The result is a fragmentation of
financial and personnel resources which makes it difficult for the office to

“achieve its 5%: energy reduction goal.
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17. Revise the state energy plan.

The overall effectiveness of the Office of Energy has suffered because of the

excessive number of projects it has undertaken. At present, there are some 45
programs underway. Most are small, insignificant in terms of potential results

to be attained and/or unmeasurable in regard to actual energy savings. Despite
these many activities, the office lacks an effective contingency plan for handling

fuel allocations.

To ‘ensuré that the Office of Energy can fulfill its mandate, the state energy plan.

should be revi_sed to accomplish the foliowing:
0 Reduce the overall 'ﬁumber of projects.
a Establish_prioriti'es for those ren‘iainiﬁg, based on poténtia.[ enefgy savings.
[ Formulate a coﬁtinéency blan for handling fuel alloc,a_tioné.l

Implementation should make it possible for the office to realize its goal of a 5%

reduction in energy consumption by 1980. However, staffing to handle fuel
allocations would require an .annual expenditure of $69,000. .

Division of Tourism and
Industrial Development

‘ The division’s objectives are to promote the development of industries and

resources including tourist travel to and within the state. 1t is headed by an

- administrator who is appointed by the Governor and supervises a staff of 12. A

seven-member Development and Publicity Council is also selected by the
Governor to assist the administrator in achieving division goals. The fiscal 1980

-appropriation-amounted to $540,400.

Functionally, the current organization encompasses five areas: Administration,
International Trade, Information, Economic Development and Travel Develop-

_ ment. The primary responsibility of the division’s two information specialists is to

Recommendation - -

publicize all facets of life in Idaho through the publication of appropriate
brochures and preparation of news releases.

The division-is handling its present responsibilities well. However, the state's
growth rate indicates a need for stronger eccnomic planning. -

18. Develop a -slatewide economic planning function.

Idaho is one of the fastest growing states in the nation in both industry and

_population. Since this trend is likely to continue, a long-range plan is needed to

ensure the quality of life in the state will be protected.

To accomplish this objective, the present division should be augmented by eight .

. planning employees from the Division of Budget, Policy Planning and Coordina-

tion. It should then be renamed the Division of Commerce, Tourism and Eco-
nomic Development.- :
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Structurally, it would consist of four areas: International Trade, Economic and
Community Development, Industrial Development and Tourism. The division’s
primary responsibility would be to assist the Governor in the formulation and
implementation of a comprehensive plan for state growth, economic develop-
ment and resource allocation. -

Public Em_pildyee Retirement System

This system was created to provide retirerhent benefits for public employees and
to administer necessary funds at a cost consistent with membership interests. A -
five-member board which is appointed by the Governor directs the activities of
the agency’s 33 full-time employees. The fiscal 1980 appropriation for expenses '
is set at $912,000. As of June 30, 1978, there were approximately 56,800
participants in the retirement system from 600 state agencies, school districts and
political subdivisions. ' -

The retirement plan requires joint contributions from eligible personnel and their
employers. Member rates range from 4.5% to 5.4% of monthly gross salaries.
Four corporate trustees are utilized to select investments and their performance
is independently evaluated. In addition, the board meets with each trustee at
least twice a year to provide guidance on the system’s objectives and policies.
Service offices for plan members are maintained at Coeur d’Alene, Pocatello
and Boise. -

The system is staffed with competent people, but the organization structure in the
central. office appears cumbersome. More importantly, returns on fund invest- -
ments appear to be substantially less than could be expected. Also, some
procedural changes are needed in the area of cash management and disability
retirement audits, .

" 19. ' Restructure the central office organization.

Although the overall Public Employee Retirement System appears well or
ganized, the centra! staff is somewhat excessive and certain job functions are
performed by overqualified personnel. Specifically, there are duplications in'the
functions of the Executive and Assistant Directors as well as between the Assis-"
tant Director and the Benefits Examiner.’

To resolve the problems, the post of Assistant Director should be eliminated.
Furthermore, since the Data Processing Manager merely supervises two key-
punchers, this position should be reclassified to a more appropriate level such as
programmer technician, In addition to these changes, two clerical and one
secretarial position should be abolished. The annual saving would amountto a_

. total of $63,500. -

20. Set guidelines for fund investment returns.

The Public Employee Retirement Fund is cu rrently in excess of $200-million. Its
rate of return over the past 10 years has averaged 2.3%, compared to 2.5% for

similar systems. The result is an annual loss of some $400,000 in potential =

income. To keep the fund sound, it has been necessary to increase payroll -
contributions as a means of offsetting low return rates. e
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The system’s board and Executive Director should take a more aggressive rolein
establishing goals for the corporate trustees. Currently, employee/employer con-
tributions are approximately 11.9% of payroll. Fund growth should be
encouraged to reduce this ratio to 10% without extending the amortization

period of the unfunded liability. : '

Specifically, the rate of return for fiscal 1980 should be set at 6.5% with higher
rates for fiscal 1981 and beyond. In order to evaluate both board and trustee
performance, any variations from desired rates of return should be explained in
detail in the system’s annual reports. Implementation should make it possible to
defer future increases in member contributions.

21. Expedite system deposits.

Employers’ contributions are now mailed to the retirement system resulting in an
average delay of one week before monies are deposited for investment. Since
approximately $5-million is received each month, the annual loss of income at
6% amounts to some $69,000. : :

To.resolve the problem, contributions should be deposited directly using proce-
dures similar to those of the Liquor Dispensary. Under this approach, monies are
deposited by the stores in various local accounts maintained by the State
Treasurer. The dispensary is informed by phone of the location and amount. It
submits summaries to the treasurer who writes a warrantto transfer the funds toa
central account.

The same procedure could be used by the retirement system except that the
money would be transferred to its account rather than the state’s general cash
investment pool.. The additional income to be attained is estimated at about
$69,000 per year. -

. 22.  Modify procedures for handling separétion payments.

Separation benefits must be paid to members upon termination of their employ-
ment. Generally, this consists of the ex-employee’s contributions plus earned
interest. These payments can be expedited from the standard 60-day period if
" circumstances indicate sufficient critical need. Unfortunately, this policy has
been abused to the point where an extra employee is required to handle such
requests. Since separation checks are issued before appropriate payroll records
are available, benefit overpayments often result and subsequent collection
efforts have proven difficult. - ,

Procedures should be altered to pay separation benefit claims 90 days after a
written request is received from a terminating employee. Claims should not be
expedited unless a fee is charged to cover additional processing costs. Also, full
paymentshould not be made where the possibility of an overpayment exists. Any
balances due would be sent upon expiration of the 90-day waiting period.
Implementation would reduce staff requirements by one position and eliminate
current overpayments for a combined annual saving of $14,600.

23. Require disability retirees to supply continuing medical documentation.

At present, the system has no adequate follow-up procedures to ensure that
individuals qualifying for a disability pension have not returned to gainful
employment. To remedy this situation, such individuals should be required to
submit annual physician’s statements testifying to their continuing disability.

11
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Liqu(jr Dispensary

The Liqucn" Dispensary has exclusive authority to import and sell alcoholic
beverages in the state. There are some exceptions, but these are subject to .
regulation by the dispensary. ' _

Operatibnﬁ are directed by the Superintendent of the Dispensary who is ap-

pointed by the Governor. Current personnel include 184 full-time and 31 part- .

time employees. The fiscal 1980 appropriation has been set at almost $4.9-
million. Dispensary profits for fiscal 1978 amounted to some $11.2-million.
Surplus revenues are distributed by the State Treasurer on a quarterly basis to

various counties and programs, :

Activities are divided into the following areas: Purchasing, Warehousing, Ac-
counting, Data Processing, Personriel and Stores. For operational purposes, the
state is organized into three districts with supervisors located in Boise, Pocatello
and Lewiston. There are three types of liquor outlets currently in use. The most
prevalent is the state store staffed by salaried employees. There are 84 of these
units with slightly more than $33.6-million in combined annual sales. Agency
stores are operated independently-and receive compensation under a contract
with the state. Fees are based on previous years’ sales. '

At present, there are 46 agency stores with combined annual sales of $2.7-
million. The third type of outlet is a combination of the other two. It is staffed by
state employees who personally own another business into which liquor sales
are incorporated. There are six of these grocery/liquor outlet units with annual
sales of almost $270,000. A central warehouse is maintained in Boise to st;ﬂre
the entire state. Perpetual inventories of all items in'the stores and the warefbouse .

are maintained on the State Auditor’s computer.

A primary objective of the dispensary is to “not attempt to stimulate the normal
demands of temperate consumers, irrespective of the effect on the revenue
derived.” Nevertheless, it is the only state agency which procures and sells a
product for a profit. In this regard, the dispensary — despite the dedication of its
employees — is highly inefficient when compared to similar functions in the
private sector, Basically, it suffers from outdated product distribution and market-

{ing methods characterized by excessive handling and inventory tracking as well

as poor ordering information,

24. Reorganize the Liquor. Dispensary.

* The present organization, as illustrated by the top chart to the right, consists of

five operational areas which report through an assistant to the Superintendent of
the Dispensary. Under this arrangement, the Store Operations Manager is re-
sponsible for both wholesale and retail sales as well as the dispensary’s ware-
housing activities. Buying activities are handled by the Purchasing Agent while
the Senior. Accountant is responsible for accounting and banking transactions as
well as supervision of the supply room. Payroll and personnel administration are
assigned to the Personnel Manager while data processing is handled by the Data
Control Manager. X o : :

The major problem with this organization structure is the mixture of retail and
wholesale activities. Since each dispensary store or agency must sell to other
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PRESENT ORGANIZATION
LIQUOR DISPENSARY .

" SUPERINTENDENT
. QF THE DISPENSARY -

_ ASSISTANT
SUPERINTENDENT

STORE OPERATIONS PURCHASING _SENIOR DATA CONTROL . PERSONNEL
MANAGER AGENT ACCOUNTANT - SUPERVISOR MANAGER

!

retail merchandisers.as well as to the general public, an otherwise simple

coperation is complicatéd by increased product handling, stocking needs and
discounting procedures. 7 . '

If the Liquor Dispensary is to establish performance standards, it must define
responsibilities clearly. The first step would be to reorganize the overall opera-
tion along functional lines as shown by the proposed chart which is iliustrated
directly below. Under this approach, all purchasing, warehousing and distribu-
tion activities would be placed under a Distribution Center Manager. The in-
cumbent would be evaluated on inventory turnover rates and effictent use of
fabor and warehouse space. ' '

A second manager would be responsible for all retail store operations and would
be assisted by two supervisors — one for wholesale agency and discount sales;
another-for the state stores. This would eliminate the current mixture of whole-
sale and retail functions at the store level, The Retail Store Operations Manager
would hire, train and promote store personnel, utilizing performance standards
for each outlet based on inventory management and expense control criteria.

Remaining functions — accounting, data processing and payroll -— would be

- consolidated under a Controller. Order administration, a new activity, would be

included to assist the Distribution Center Manager in creating effective inventory -

‘purchasing plans. To ensure the integrity of all financial records, responsibility for
- purchase order preparation, document matching and voucher -preparation .
' s@ctljl[ri\b:;ssigned to three individuals. In addition, purchase orders, receiving
doturme

and inspection reports should be kept in separate Iocked files with
access limited to authorized personnel.

PROPOSED ORGANIZATION
LIQUOR DISPENSARY

SUPERINTENDENT
_ OF THE DISPENSARY

" DISTRIBUTION

CENTER
MANAGER

" WETAIL STORE . _
- OPERATIONS . CONTROLLER
MANAGER
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With the reduced span of control, the proposed positions should report directly
to the Superintendent of the Dispensary, eliminating the need for an assistant, .
Due to the addition of 2 Controller, the overall number of positions would not
change. However, increases in job responsibilities would result in an additional
annual salary cost estimated at $10,600, based on current expenditures,

25. Separafe retail and wholesale functions.

Each state liquor store performs three functions: retail sales to individuals,
wholesale to licensees and warehousing. Approximately 33% of the liquor
dispensed at these outlets is to licensees while some stores show a ratio of 55%.
~ Despite thiis, state operations are designed to. function as self-service, retail
operations, making them inefficient in fulfilling wholesale responsibilities,

As indicated elsewhere, the dispensary’s retail and wholesale functions should
be separated. The objective would be to recover expenses associated with

providing supplies to small-quantity users who are now permitted to take advan-. 3

_tage of wholesale prices offered to large-volume buyers. To accomplish this, the
Boise warehouse should begin shipping supplies d irectly to licensees. Thus, state
and agency outlets would serve only a retail function, substantially reducing

- their inventory and staffing requirements. This approach will also eliminate the
costs associated with double warehousing, picking and hand ling inherent in the
present operation.

Licensee sales indicate that about 33% require weekly deliveries, 22% bi-
“weekly and 40% monthly. With such a distribution- pattern, deliveries should
average 10 cases per licensee per shipment. Orders of less than five cases should
not be eligible for discount rates from the warehouse nor should any licensee
“purchases from local retail outlets. '

To further streamline activities, a centralized order and invoice system should be
established with monthiy billing. Additionally, the procedure of placing a seal/
price tag on individual bottles sold to licensees should be eliminated, Although
the new procedures will increase del ivery and warehouse labor costs, an annual -
saving of $395,500 is anticipated through reductions in retail staff requirements.

26. Streamline inventory controls and reduce supply levels.

A substantial portion of the dispensary’s cost of operation is related to inventory.
During the first half of fiscal 1979, the inventory level was about $7-million.
Estimating a carrying cost of 12% annually, the resulting operational expenditure
will amount to $840,000 for the year.

More significantly, the inventory level is now maintained at eight weeks’ supply
while comparable private sector operations have a turnover rate of 20 days. In -
addition, all supplies are physically recounted monthly although private con-
cerns consider less frequent updates sufficient for control purposes. Finally, all
inventory is owned by the state, whether it is in the warehouse or on store
shelves. As a result, outlet managers have no incentive to reduce supplies or
improve turnover rates. . ’

To remedy this situation, the dispensary should decrease its inventory to no more
thari one month’s supplies. Pricing procedures should be established to recover
incremental handling costs on slow moving items and managers should review
their operations for the purpose of reducing inventory costs.
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Distribution centers should be set up for discount sales to retailers and all
inventories should be sold to outlets instead of being maintained as state prop-
erty. The dispensary should also permit split-case purchases to encourage flexi-
" bility in managing individual inventory stocks. Furthermore, physical counts of

supplies should only be performed twice a year unless records indicate an
additional audit is needed.

Implementation would reduce current inventory from $7-million to $2-million.
Investment of the surplus funds at 6% would provide additional annual income
of $300,000. In addition, streamlining the inventory control procedures would
decrease staff requirements at the warehouse by four posmons for an annual
saving estlmated at $48,600.

27, Convert appropriate state stores to agencies.

Assuming a minimum of one employee, it costs the state approximately $30,000
annually to operate a retail store. With a 44% gross margin — typical of current
_operations — the breakeven point is about $67,000 in sales. Since they operate
on a fixed fee contract, agency outlets with sales of the same amount would only
cost the state $6,400. Thus, it is apparent that a significant number of state stores
are not competitive with agencies in terms of operating costs per dollar of sales. -

To ensure an appropriate annual return, the dispensary should convert all state
stores which normally have less than $250,000 in retail sales to agency outlets.

" Based on an analysis of fiscal 1978 operations, there are some 57 stores which

could be converted over a three-year period at a rate of about 20 per year. The

dispensary should concentrate first on those which will yield the greatestsavings

in terms of operating expenses. The annual beneﬁt to be reallzed is estimated

at $392, 000

28. Modernize retail store operations.

Both the stock marking and cash register activities in state stores are needlessly
labor-intensive. For example, all products are labeled with both a four-digit code
and a retail price. Even boxed items must be opened and individually labeled.
‘Purchases are rung up on the registers by entering both the retail price and the
code number. The punched tape which is created by the register is used by the
State Auditor to maintain a computerized perpetual audit. Each month, a physi-
cal inventory is taken for reconciliation purposes., Once the licensee business
has been transferred from the stores to the central warehouse, it should be
possible to simplify retail activities into six operations as follows:

[J Receive merchandise from warehouse.
O Verify any changes in weekly orders.

0O Mark individual bottles with pfoduct codes, displaying prices only on
the shelves.

O Ring up sales on electronic cash registers which can supply item prices
_ from memory banks. :

[ Call in reports of daily sales.

0 Deposit receipts.

15



In'making these changes, a velocity code should be used which would require

only two numbers for the top 20% of items sold, three digits for the next 35% and-

~ four on remaining stock. Implementation will improve personnel utilization and
help reduce overall labor requirements, '

29. Establish specific pefformance standards to evaluate the dispensary’s
superintendent.. L ‘ , :

There are no specific performance standards used to evaluate the financial
condition of the Liquor Dispensary. As a result, insufficient attention has been
paid to cost versus benefit analyses, producing high inventories, poor personnel
utilization and excessive operating costs. : :

To remedy this situation, the Governor or a designated representative should
review the Superintendent of the Dispensary’s performance, using the follow-
. ing criteria; - S :

O Inventory Management: Turnover should bé increased from three times per
- year to 12 and maintairied at this level.

O Expense_Efficiency: Personnel costs and agency fees should be reduced
from 14.75% of sales at cost to 12%. ‘ -

- By establishihg"quaﬁtiﬁed goals for the agency’s superintendent, it will be
possible to evaluate the overall effectiveness of the Liquor Dispensary’s activities
on-a realistic basis, '

30. Adopt a new purcﬁasing system.

Before reordering merchandise, buyers must obtain three-montt forecasts by
examining an extremely cumbersome computer report. The information in this
document is generally three weeks ‘out of date before the buyer sees it and the -
format does not highlight essential data. ‘

To remedy this situation, a new reordering system should beimplemented based
on economic order quantities and order points. It should be designed to provide
“exception” reporting which would automatically take into consideration fac-.
tors such-as- lead times, order preparation costs, inventory carrying charges,
- handling and the like. This system should also utilize computer prepared and
pre-priced purchase orders for review by the buyer before the order is printed in
final form. Implementation of this proposal should reduce staffing requirements
by at least one position for an estimated annual saving to the state of approxi-
mately $12,600. - :

31, Revise dispensafy pdrchasg order forms.

The buying function for the dispensary is completely separate from the remain- 3
der of state purchasing activities. As a result, it has its own purchase order forms.

However, current documents do not list terms and conditions nor are they -~ goM

- pre-priced. Should any difficulties arise with an order, the state would have little
legal recourse.

To resclve this problem, the Director of Purchasing and the Attorney General
should detérmine appropriate terms and conditions to be included in dispensary
purchase orders. Furthermore, the Superintendent of the Dispensary should not
sign a purchase order until it-has been pre-priced. ;
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State Insurance Fund

The State Insurance Fund was created to protect employers against liabilities
incurred under the workmen’s compensation and occupational disease com-
pensation laws. The fundis administered by the State Insurance Manager who is
also responsible for the Firemen’s Retirement Fund. The fiscal 1980 appropria-
tion for the State Insurance Fund is set at some $1.07-million while authorized
staffing includes 48 positions.

Activities involve writing insurance agreements, establishing premiumn rates,
classifying risks and investing surplus and reserves. Coverage is available to all
public sector agencies at the state, county and municipal level, as well as to
private sector employers.

The manager is assisted by three bureau chiefs and exercises administrative
control over three area offices. As of June 30, 1978, the fund had handled 7,034
claims for the preceding 12 months, compared to 6,459 the previous year.
During this same period, the number of policies issued also rose to 5,000 from
2,800 three years earlier.

The fund is well managed and functions_eﬁiciently as indicated by the steady
growth in policies written and claims handled. However, its data processing
capabilities are not adequate to support projected increases in the number of

- policyholders and associated work volumes.

32, Analyze the fund's future data processing requirements.

At present, the State Insurance Fund has only limited data processing applica-
tions to assist in the preparation of financial records and reports. This could result
in substantial problems as the number of fund policyholders increase.

To ensure continued efficiency in the State Insurance Fund operations, the
following steps should be taken:

D Develop a written plan for data processing activities which takes into
consideration the impact of anticipated operational growth.

1 Document proposals for additional applications, evaluating hardware,
software and reprogramming requirements and costs.

0 Establish a realistic timetable for upgrading the data processing function
and include anticipated funding sources.

Implementation will ensure the fund’s ability to maintain policyholder services
in respect to its overall growth.

Endowment Fund Investment Board

The board is responsible for investment management activities related to the
Endowment, State Insurance and Firemen’s Retirement Funds. In accordance:
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with Idaho law, board members must include the Superintendent of Public
Instruction, Director of Finance, a state senator, a state representative, an indi-
vidual with experience in public education administration and four persons with
investment management backgrounds. The board is responsible for establishing
investment policies which are then carried out by an operating staff of three
persons. The fiscal 1980 appropriation for board activities amounts to slightly
more than $204,000.

The endowment funds are managed on a pooled basis and had a total market
value of approximately $150-million at the beginning of fiscal 1979. The princi-
pal for these eight funds is derived primarily from the sale of federal land within
the State of Idaho. The current market values of the State Insurance Fund and the
Firemen’s Retirement Fund are approximately $30-million and $10-million,
respectively. : ‘

Data compiled for the last three fiscal years indicate that the investment perform-
ance of the endowment funds has been below average when analyzed in relation
to 15 comparable fixed income funds. At present, there are no effective methods
for identifying the cause in order to initiate corrective action. In addition,
proposed plans for improved data processing capabilities have not been
adequately defined to ensure optimum use of available funding.

33. Improve annual performance reporting.

Current performance reports do not contain goals which can be identified in
meaningful, measurable ways. Objectives are now defined in terms of maximum
return and safety — areas which can only be judged subjectively. As a result,
comparisons with other fixed income funds indicate that Idaho is not receiving
the degree of investment return which should be possible.

To improve performance reporting, board goals should be restated in measurable
terms. For example, safety could be defined as preservation of capital or protec-
tion against market fluctuations. The degree of safety achieved would then be
measured by portfolio restrictions established by board policy or the Legislature.
The investment goal would be stated as an anticipated level of return based on
the degree of safety required.

These goals would be further defined in terms of expected performance com-
pared to other funds or recognized standards. Improved performance reporting
will make it possible to accurately evaluate the management effectiveness of the
fund and formulate policy changes to improve overall returns.

34. Formulate realistic budgets for data processing systems development and
operations.

The fiscal 1980 appropriation for the board includes $17,300 for data processing
systems development and operations. However, no steps have been taken to

identify actual requirements and projected costs.

To ensure appropriate use of funding resources, the board should authorize an
analysis of its information requirements and the alternatives for meeting them.

The results should then be evaluated on a cost versus benefit basis. The State

Auditor’s office has already indicated it could provide the periodic portfolio
reports now generated at a cost of only $6,000 for systems design and operation.
The one-time cost avoidance would thus amount to $11,300.
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Office on Aging

The Office on Aging is responsible for developing programs to provide senior
citizens in the state with services designed to help them remain independent.
These include access transportation, adequate nutrition and homemaker ser-
vices among others. :

The office is headed by an administrator who is appointed by the Governor to
serve at his pleasure. There are 14 authorized positions and a fiscal 1980
appropriation of almost $3.2-million to carry out approved programs.

Organizationally, current operations are divided among three individuals: the
principal planner, grants manager and controller. The principal planner is re-
sponsible for developing the state’s six area plans into an overall program for
senior citizens. The grants manager distributes federal funds allocated to idaho
under the Older Americans Act of 1965 while the controller provides support
services such as personnel administration, budgeting and accounting.

The office is staffed with experienced people who specialize in the field of
securing and managing federal grants for the elderly. However, the current
organization structure appears unnecessarily complex, resulting in some posi-
tion overlaps.

35. Restructure the Office on Aging.

Federal funding regulations require that the Office on Aging have a principal
planner to develop the state’s overall program for the elderly. These duties
require about three months each year. During the remaining time, the planner’s
activities are almost indistinguishable from those of the grants manager who
administers the federal funds allocated to the office. This overlapping results in
inefficient utilization of current personnel.

To resclve the problem, the organization structure should be simplified into two
areas: Planning/Grants Management and Fiscal Management. The first would be
a consolidation of the two existing positions while the latter would encompass
the responsibilities already assigned to the office’s controller. Implementation
would provide an annual saving of $26,500 based on current expenditures.

Commission on Human Rights

The Commission on Human Rights evaluates all complaints of discrimination in
connection with employment, public accommodations, education and/or real
property. There are nine commissioners, appointed by the Governor and con-
firmed by the Senate, who serve staggered three-year terms. Of these, one must
represent industry and a second labor, while the remainder serve at-large. The
function of the commission is to educate the public regarding its rights and to
investigate complaints.

Day-to-day operations are delegated to a director and a staff of 10. Legal
assistance is provided by the Attorney General’s office which presentsfi ndings to
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the commission for action. Parties are encouraged to negotiate settlements both
before and after the formal investigation although public hearings will be held if
necessary to resolve an issue. The commission’s fiscal 1980 appropriation is set

at $197,400.

The absence of systematic case closure procedures has resulted in a reputation
for inefficiency in regard to commission activities, This has had an adverse effect
on relations with employers in the state.

36. Decrease case closure time.

In 1978, it took an average of 21 months to close cases presented to the
Commission on Human Rights. The agency’s director expects to decrease this
closure time to about 15 months during 1979. Even with this improvement, the
time involvement is excessive and prevents the commission from fulfilling its
mandate effectively.

To remedy this situation, several steps should be taken. First, the director should

request 30-day approvals from the commission. Secondly, staff activities should

be improved by establishing individual performance objectives and cross- -

training personnel to enhance commission resources. Department meetings
should be scheduled on a regular basis to identify major problems and improve
overall communications. In addition, special efforts should be directed toward
increasing the Commission on Human Right's rapport with both the Legislature
and private sector employers. :

37. Establish performance objectives.

The fact that this commission has had seven directors in eight years indicates
serious internal problems. However, operating difficulties cannot be effectively
resolved without clear cut performance objectives to measure results. Therefore,
appropriate standards should be developed and used by the commission to
evaluate its activities and those of the director. This individual, in turn, would be
responsible for measuring staff performance. Criteria such as case closures,
processing time by case type and numbers of complaints are examples of
statistics which could be utilized to determine overall operational effectiveness
of the commission.

Commission for the Blind

The commission was established to assist blind persons to become socially and
economically independent. Objectives include enlarging opportunities for such
individuals to obtain education, vocational trai ning and employment.

The Governor is responsible for selecting the three-member commission which
then establishes appropriate policies and programs to be carried out by an
administrator. Activities include training to enable blind persons to become
self-sufficient, counseling and rehabilitation programs, educational services and
administration of a small business program for the blind.

At present, the commission has 29 full-time employees and a fiscal 1980
appropriation of about $1.06-million including more than $700,000 in federal
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funds. The work load in fiscal 1980 is expected to increase by about 10% over
1978 to a total of 558 clients served. The commission maintains field service
locations in three areas to provide home teaching, counseling and rehabilitation
plan development services.

In general, the Commission for the Blind appears to be accomplishing its
objectives. However, no attempt is made to recover costs for the small business
program and procedural improvements are needed in regard to overall purchas-
ing activities.

38. Reduce the staff by one position.

Under the current organization structure of this agency, an executive assistant is
assigned to perform duties which should be delegated to the commission’s line
managers. This is inefficient since it merely adds another layer in the decision-
making process.

To improve overall management effectiveness, the position of executive assistant
should be abolished and the duties reassigned as follows:

O Acting for the Administrator: This task should be alternately handled by the
Chief, Field Services and the Chief, Orientation.

O Public Relations: This function should be coordinated by the Administrator
who would make appropriate assignments to instructors, specialists and
field personnel as required.

O Training Plan Development: Individual supervisors should formulate train-
ing plans for their subordinates. '

O Miscellaneous Duties: Activities such as legislative liaison, equal opportu-
nity employment and the like should be assigned to specific managers and
employees as deemed appropriate by the Administrator. Implementation of
this proposal would streamline the current organization structure of the

~Commission for the Blind and provide the state with an annual saving of
approximately $21,800.

39. Obtain reimbursement for small business expenditures,

As part of the commission’s rehabilitation program, qualified clients can be
established in small businesses. Necessary equipment and/or merchandise is
purchased for these individuals although no provision is made for subsequent
repayment. Since some of these businesses become very successful, the com-
mission should initiate procedures to obtain appropriate reimbursement from
subsidized clients. These monies could then be reinvested to expand commis-
sion activities.

40. Discontinue bid soficitations by commission personnel.

Although actual buying must be done through the state’s Division of Purchasing,
commission procedures require field personne! to solicit bids before sending
requests to the division. This is duplicative and inefficient.

Therefore, current procedures should be changed to discontinue the practice of

bid solicitations by field personnel. Under this approach, field personnel would
only be responsible for supplying appropriate specifications.
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Commission on Women’s Programs

The purpose of this commission is to encourage women to increase their partici-
pation — both paid and volunteer — in the social, political and economic
progress of local communities, the state and the nation.

The commission has 35 volunteer members‘appointed by the Governor, of
which 30 must be women. There are currently four vacancies. Overall activities
are directed by a part-time administrator with the assistance of a secretary. The
fiscal 1980 appropriation amounts to $15,000 of which some $7,000 is allo-
cated for expenses related to the four meetings held by the commission each
year. Projects encompass all aspects of women in society and information is
provided to interested individuals through a quarterly newsletter and occasional
special publications.

At its present level of funding, the Commission on Women'’s Programs can only
act as a clearinghouse for information..Even this | |m|ted activity is dependent on
the volunteer efforts of its members

41. Evaluate the effectiveness of the commission.

At the present funding level, the commission constitutes a token gesture for
women’s rights and is not sufficient to deal with the issue it was formed to
eliminate — unequal treatment of women. Therefore, steps should be taken to
establish measurable objectives for the commission, backed by appropriate
funding. This would ensure a meaningful program which can be evaluated on
merit. If this cannot be done, the commission should be eliminated.

42, Review representation on this committee to ensure its membership
is appropriate.

The commission is constantly subjected to criticism by individuals and groups
who feel its membership is not representative of women in 1daho. Thus, much of
the commission’s time must be spent in defending itself rather than carrying out
worthwhile projects. To eliminate this problem, the Governor should review
.current membership and take steps to ensure appropriate representation.

‘Military Division

The Military Division consists of three operating components. They include the
Army National Guard, Air National Guard and Bureau of Disaster Services. This
division is headed by the Adjutant General who is appointed by the Governor. Its
fiscal 1980 appropriation amounts to almost $2.5-million of which some
$1.25-million will be federally reimbursed. The federal government also con-
tributes about $20-million annually in direct payments to maintain guard opera-
tions. There are 664 full-time employees in the Mllttary Dwasmn aswell as 3,202
part-time guard members,

Guard units are responsible for supplying reserve components for immediate
mobilization in times of national emergency. They must also be available to

22




Recommendations

preserve peace and maintain public safety in the event of local disasters. The
Bureau of Disaster Services plans and coordinates non-military emergency
functions to protect lives, property and other resources in the state. It has a staff of
10, headquartered in Boise. Guard units are based in 26 community armories
and the main facility at Gowen Field in Boise. ‘

The division appears well managed, with clearly defined objectives and areas of
responsibility. There is an ongoing program to examine and justify the existence
of individual armories and two sites have been closed within the past few years,
However, continued emphasis is needed to ensure adequate utilization of avail-
able facilities.

43. Accelerate the program to reduce the number of state armories.

At present, there are 26 armories located in communities outside of Boise. Two
previous sites have been disposed of and plans call for additional consolidations
in areas where guard enroliments are not sufficient to ensure economical opera-
tion of the facilities. Factors which affect decisions to sell or lease an armory
include the following:

O Travel time to another facility capable of absorbing current guard members.
O Potential for alternative use by the public or private sector.

O Elapsed time since last federal funding of original or rehabilitative con-
struction because 75% of such monies must be repaid if the property is sold
within 25 years of the funding date.

- O Effect on recruiting potential in the area if the facility is eliminated.

Given these considerations, the Military Division has identified four candidates
for potential elimination: Buhl, Driggs, Hailey and Homedale. Of the four, Buhl
should be given first consideration. Since it was last rehabilitated in 1957, it
could be sold in 1982 without obligating the state to a reimbursement of federal
funds. The site appears suitable for commercial use and guard members could be
easily absorbed at nearby facilities. The one-time income to be realized by
the state is estimated at approximately $150,000 while the annual saving
would be $4,500.

44. Determine alternate energy sources for heating Gowen Field buildings.

Most of the buildings at Gowen Field were designed for low-cost energy sources
and did not anticipate today's spiraling costs and supply problems. The Military

. Division recently earned a national award for energy conservation excellence

among the 15 western states. However, efforts are confined to additional insula-
tion, lowering thermostats and similar conservation measures. There has been
no program to determine the feasibility of changing current heating systems to
alternate or supplemental energy sources such as solar or heat pumps.

A qualified consulting firm should be engaged to determine the feasibility of such
an approach. The one-time cost is estimated at $50,000. Using an inflation rate
of 7%, energy costs at Gowen Field could amount to more than $3.3-million over
a 10-year period. If alternate sources could reduce overall expenditures by 25%,
the long-term saving might amount to as much as $835,000 although no benefit
is being claimed.

23



Present Operations

Recommendation

Present Operations

Lieutenant Governor

The post of Lieutenant Governor was_established by the state constitution
primarily to provide for an orderly succession to the position of Governor if
necessary. Incumbents also serve as President of the Senate when the Legislature
is in session,

The authorized staff consists of the Lieutenant Governor and an administrative

assistant. The fiscal 1980 appropriation is set at $61,600, compared to $64,400
for fiscal 1979. According to the constitution, the Lieutenant Governor may
perform all duties assigned by the Governor to promote the improvement of state
government and the development of Idaho’s human, natural and industrial
resources. In addition to internal activities, this could include representation of
the state in negotiations, compacts, hearings and other matters related to other
states or the federal government.

This office is effectively managed and able to fulfill its primary obligation in
regard to an orderly gubernatorial succession. It also provides necessary liaison
between the Executive and Legislative Branches. However, the Governor has not
taken steps to ensure the mcumbent can play an ongoing role in overall gov-
emance of the state.

45. Increase the involvement of the Lieutenant Governor in gubernatorial
duties and activities.

Except when the Legislature is in session, the Lieutenant Governor has no
ongoing duties or responsibilities. This could present a major problem if an
incumbent were required to complete the Governor’s term of office because of
an unforeseen emergency.

Under the current constitution, the Governor has broad powers to assign specific
responsibilities to the Lieutenant Governor. This authority should be utilized to
permit the Lieutenant Governor to participate in the administration’s major
programs. Implementation of this proposal will result in more effective delega-
tion of executive responsibilities. ‘

'Attorney General

The Attorney General is a constitutionally established officer and is elected to
serve a term of four years. He acts as the state’s chief representative and advisor in
legal matters including court appearances.

The organization supervised by the Attorney General consists of nine divisions,
each headed by a deputy, They include:

O Appeals: Prepares and presents selected appeals to the state’s courts.

[ Business Regulations and Consumer Protection: Administers the idaho
Consumer Protection Act.
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0O Criminal Justice: Provides legal assistance to the 44 county prosecutors in
the state.

O Legislative Affairs Administration: Handles internal administration and
liaison with the Legislature. '

O Local Government: Offers legal aid to cities and counties with respect to
local government issues.

[ State Finance: Provides legal services to the State Board of Examiners, State
Auditor, State Treasurer and State Tax Commission.

[ Natural Resources: Renders legal assistance to departments involved in the
protection and development of Idaho’s natural resources.

O Health and Welfare: Provides legal services to the Department of Health
. and Welfare.

O Administrative Law: Coordinates Iitigatidn matters with state agencies
and departments,

At present, 19 attorneys and 20 support personnel are located in the capitol
while 35 lawyers and four staff members are housed with departments at other
locations. Authorized staff totals 78 while the fiscal 1980 appropriation amounts
to some $2.1-million. Of the fiscal 1980 appropriations, close to $955,000 will
come from interaccount billings.

A substantial number of organizational changes have been implemented by the
new Attorney General so the present structure is well planned. Overall efficiency
could be improved somewhat by utilizing secretarial support and instituting a
central filing system.

46. Increase effectiveness of field support staff.

Eight secretaries are assigned to the 19 attorneys on the central staff. However,
much of their time is spent redoing documents prepared by field secretaries who
have not had legal training.

To remedy this situation, an instruction program for support personnel assigned
to attorneys located in other departments should be implemented immediately.
Areas to be covered should include legal terminology, methods for citing cases
and formats for briefs and opinions. The training would be supplied by the
central staff.

47. Fstablish a central filing system.

Documents kept on file by the Attorney General include official opinions,
criminal cases, informal written opinions and civil cases. Some are available in
the main office and others are not. Because of this and the lack of a central index,
research sources on related matters are not readily available.

If appropriate materials were indexed and filed in a centralized location, much
redundant effort could be eliminated. A committee of division deputies should
formulate procedures and identify related costs and benefits for the proposed
filing system.
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Secretary of State

The Secretary of State is a constitutional officer elected for a term of four years.
Principal duties include recording all acts and resolutions of the Legis!ature and
maintaining various books, records, deeds, maps and papers as mandated by
state law.

The Secretary of State is assisted by a chief and two other deputies who supervise

a total staff of 20. The fiscal 1980 appropriation is almost $1.3-million.
In addition to acting as chief election officer of the state, the secretary has various
duties relating to the Code Commission, Arts and Humanities Commission and
Commission of Uniform Laws: Documents retained in the office encompass all
articles of incorporation, amendments, trade names and trademarks for busi-
nesses operating in Idaho.

This office has implemented a number of managementimprovements based on a
study conducted by the University of Idaho and is now an extremely efficient
operation. However, fees charged for copies of corporate data are not sufficient
to recover related costs.

48. Increase fees for copies of corporate data.

First generation microfilm equipment is used to prepare duplicates of corporate
data. Because copies are often of poor quality, original documents must be
retrieved and duplicated. Current fees do not cover the costs associated with this
additional clerical effort. To recover expenses, the charge should be increased
from $0.15 per page to $0.30. At present volumes, the additional annual income
is estimated at $5,400. .

State Auditor

The State Auditor is an elected official in the Executive Branch. Incumbents are
responsible for supervising the state’s fiscal activities to ensure that expenditures
do not exceed appropriations.

The State Auditor heads a staff of 79. The fiscal 1980 appropriation for the office
amounts to almost $3.3-million. Basically, the staff is responsible for routine
accounting functions required by the state, specified pre-auditing duties and
management of Idaho’s central computer facility. Other activities include admin-
istration of the social security system and certification of state election results.

The current organization is divided into two major areas. A data processing
group operates the computer system while fiscal personnel perform accounting
functions consisting primarily of processing vouchers and issuing warrants.

Based on its constitutional mandate and subsequent legislative actions, this
office functions as an accounting rather than an auditing organization. As a
result, duties in regard to independent audits have been assumed by the Office of
the Legislative Auditor within the Legislative Branch. Thus, the State Auditor’s
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existing role cannot satisfy either internal control or management information
needs of the agencies within the state’s Executive Branch because of its
accounting responsibilities.

49. Redefine the State Auditor’s responsibilities.

Existing fiscal planning and control functions are divided between the State
Auditor and the Division of Budget, Policy Planning and Coordination. The
resulting fragmentation of responsibility reduces the state’s ability to achieve
effective financial management.

In additicn, the accounting services provided by the State Auditor precludes this
office from conducting audits of the fiscal activities of Executive Branch depart-
ments due to conflict of interests. As a result, the auditing function has been
assumed by the Office of the Legislative Auditor.

The office should be reorganized to function as the state's audit unit, eliminating
the current legislative function. The new organization would consist of three
auditsections — Economic Resources, Human Resources and Natural Resources
— supervised by the State Auditor and a deputy. Required staff would be
reassigned from the Office of the Legislative Auditor.

The deputy would be responsible for technical aspects of the financial and
management audits performed in the various departments and should have
substantial experience in this area. A Division of Financial Management should
be created in the Office of the Governor to assume the accounting services now
provided by the State Auditor as well as the budget development and control
activities of the Division of Budget, Policy Planning and Coordination. Imple-
mentation will eliminate existing fragmentation and ensure the state of an
effective auditing mechanism in accordance with constitutional mandates.

Pre-Audit and Accounting

Pre-Audit and Accounting is responsible for providing accounting services to
various state agencies. It consists of four sections whose managers report to the
Deputy State Auditor. The combined appropriation for fiscal 1980 operating
expenses amounts to over $560,000, while the authorized staff totals 24. The
sections which comprise Pre-Audit and Accounting include:

O Fiscal: Performs manual procedures involved in processing accounting
documents and issuing payment warrants.

0O Personnel Records: Maintains a file of all state personnel records and the
state payroll,

O Social Security: Collects taxes on behalf of the federal government from
employees and government entities which are participating in the social
security system.

O Internal Operations: Responsible for internal accounting and inventory,
central files and microfilming, staff education and receptionist services.
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The staff carry outday-to-day operations related to the state accounting system in
a capable manner. However, none have any substantial experience outside of
government. Little is being done to improve the responsiveness of current
financial reports to agency needs or to upgrade the skills of section personnei.

50. Revise the current organization structure,

Currently, Pre-Audit and Accounting consists of four sections: Fiscal, Personnel
Records, Social Security and Internal Operations. The latter is responsible for
various internal support functions. It is substantially overstaffed for actual work
volumes which encompass central file, microfilming and receptionist services.
Two other duties — internal accounting and education — are of minor im-
portance. The first is actually carried out by the deputy’s secretary while the

second consists of obtaining state training films. : '

To improve overall efficiency, the Internal Operations Section should be elimi-
nated and the remaining supervisory structure simplified. Once the date process-
ing activities have been transferred to another area, as recommended elsewhere,
the office would consist of the State Auditor, a2 deputy and the Fiscal, Personnel
Records and Social Security Sections. The microfilming activity should be elimi-
nated since it duplicates available information while all other support functions
should become a supervisory responsibility of the deputy.

Implementation will reduce staff requirements by four positions for an annual
saving of $58,700. Disposal of the microfilming equipment will provide a
one-time income of $2,000.

51. Publish a state accounting manual.

There is no state accounting manual to document current procedures. One
should be prepared which would incorporate information from the fiscal refer-
ence book plus new data on:

O Accounting principles and system rationales.

O System interface in relation to internal and statewide procedures.
O Coding structures including available agency options.

O Accounting reports as a budgetary control tool.

O Alternatives with respect to special agency reports.

In view of the work load and staff capability, development of the manual will
require outside assistance. The‘ one-time cost is estimated at $20,000.

52. Include depreciation information on property and equipment in the state
accounting system. : '

Control accounts are not included in the state system for property and equip-
ment. These are major assets and appropriate accountability should be estab-
lished for them. To accomplish this, depreciation accounts should be established
for all items with a value in excess of $250. The accounts would be categorized
by agency and fund for utilization in annual audits. The cost of implementation
would be more than offset by the elimination of operating expenses related to the
current Central Property Inventory System (CPIS). '
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53. Revise procedures for paying social security taxes.

Under current procedures, public sector employers at the local level remit social
security taxes to the county which sends them to the state. It, in turn, forwards
them to the federal government.

This is in contrast to procedures used in the private sector where employers remit
the tax amount directly to the Internal Revenue Service. The same practice
should be adopted by all government entities in Idaho. Implementation will
reduce staff requirements in the auditor’s office by two positions for an annual
saving of $32,000,

54. Eliminate pre-audit duplications.

Expenditure vouchers and other financial documents are pre-audited in the
Departments of Transportation and Health and Welfare. The entire activity is then
repeated by the auditor’s staff. To eliminate this redundancy, responsibility for
pre-audits should be delegated to the departments. Periodic spot checks could
be utilized to ensure continued accuracy. Implementation would reduce clerical
staff requirements by three positions for an annual saving of $40,000.

55. Eliminate redundant keypunching.

There is a duplication of keypunching activities with regard to vouchers pre-
pared for two departments: Health and Welfare and Transportation. These agen-
cies have their own data processing systems to handle internal reporting re-
quirements. As a result, voucher data are keypunched first in the department and
then the activity is repeated by the State Auditor for entry into the central
computer system. Modifying the agency’s data format to include coding needed
by the auditor’s office would eliminate this redundancy. The one-time cost is
estimated at $5,000.

56. Disburse payroll warrants directly.

Payroll reporting by the various agencies takes place 10 days priorto the end of a
work period. As a result, the state pays on an estimated rather than an actual basis
for those days. Warrants are prepared by the State Auditor and picked up by the
agencies. Checks which do not reflect actual time worked are canceled by the
agency and corrected warrants issued from the rotary fund. Agency clerks
prepare reconciling records to indicate the change.

Once the proposed employee information system is implemented, the practice
of estimating hours worked will become unnecessary, eliminating the need for
agency reconciliations. This will make it possible to disburse checks by mail
from the auditor’s office.

Computer Center

The Computer Center is responsible for providing data processing services to
other agencies in the state. This includes technical support as well as computer
facilities and appropriate software. The center is headed by the Manager, Com-
puter Operations, who supervises a staff of 58. Its fiscal 1980 appropriation
amounts to almost $2.7-million.
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Services offered by the center include on-line, remote job entry and batch
computer processing, text editing, data entry, application systems analysis and
design, programming and software support. Some departments utilize all of the
services while others employ only a portion. Users are generally responsible for
maintaining their job control language. Agencies are billed for services and must
absorb the cost of their own data entry and terminal equipment.

Although the staff is technically competent, this is not a cost-effective operation.
Areas of weakness include planning, management of computer capacity, sys-

~ tems analysis and design as well as project management. Major hardware and

software investments have been made without properly demonstrated paybacks
or implementation plans to guarantee operational systems within a reasonable
period. A subsequent report discusses the overall question of data processing
activities within the state.

57. Relocate the center.:

Existing physical facilities are totally inadequate. Problems include overcrowd-
ing, temperature control deficiencies resulting in equipment downtime and a
lack of adequate security. Considering the substantial investment represented by
the center, it should be relocated to suitable quarters. The proposed site should

~ also offer sufficient space to accommodate anticipated growth. Funds have been

allocated in the current budget to accomplish the relocation.

 58. Prepare a comprehensive operating plan for the center.

The center has been experiencing serious problems in regard to its ability to meet
user demands. Part of the difficulty is caused by the lack of an operating plan to
define objectives and identify projected requirements. Steps should be taken to
obtain input from user departments to establish a comprehensive operating plan
for the Computer Center. It should identify overall objectives, available staff
resources, existing application systems, development projects, proposed
equipment acquisitions, software planning, telecommunications requirements
as well as operating standards.

59. Establish an implementation date for the employee information system.

A packaged personnel/payroll system was purchased three years ago at a cost of
approximately $200,000. Since then, it has virtually been rewritten and is still
not operational. Considering the immense investment this system represents, it
should be objectively analyzed and a firm date established forimplementation. If
sufficient problems exist so the system cannot be operational by 1980, serious
consideration should be given to abandoning it.

60. Separate the systems analysis and computer programming functions.

Under the current structure, systems analysis, design and programming are
carried out on a consolidated basis to minimize the strain on existing program-
ming resources. Unfortunately, this approach eliminates the check normally
imposed on systems development work when the analysis and programming
functions are independent.

Steps should be taken to separate these activities and expand the role played by
the systems analyst in devising appropriate solutions to operational problems.
This wouild include the development of career opportunities in the analysis area
and utilization of procedures which would encourage user participation. In
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addition, alternative solutions should be evaluated through management review
procedures to ensure cost-effective approaches are chosen,

61. Strengthen management control of data entry operations.

Most users are encouraged to perform their own data entry operations. Input
accuracy, peak capacity demands and possibly excessive utilization of an-line
capabilities are causing problems. The Computer Center must take action to
increase its control of data entry operations by improving the level of service
provided to user departments.

Statistical reports on error rates and operator productivity should be revised so
they can serve as a reliable measure of performance. The possibility of establish-
ing a central pool of data entry personnel should also be evaluated as a means of
eliminating peak work loads. In addition, on-line applications should be studied
to determine if alternate processing methods would be more appropriate.

Data Processing

Responsibility for the state’s data processing activities is divided between the
Division of Budget, Policy Planning and Coordination in the Office of the
Governor and the State Auditor. However, several departments have indepen-
dent data processing facilities as well.

Under the state code, the Division of Budget, Policy Planning and Coordi-
nation is responsible for approving the leasing, purchasing or installation of
data processing equipment and facilities for any officer, board, department,
agency or institution in state government. Two analysts in the division are
attempting to carry out this mandate. One is involved with reviews of bud-
get requests for data processing resources. In the absence of a statewide mas-
ter plan, these evaluations are based primarily on experience and personal
judgment. Controls consist almost entirely of highlighting unsupported or
unnecessary proposals.

The second analyst is working with a State Data Processing Committee com-
prised of representatives from the private and public sectors. They are attempting
to develop guidelines for statewide data processing planning and control. To
provide the technical support to the committee, task forces have been formed
involving 22 data processing personnel. The goals of these groups are:

0O Communications: |dentify and eliminate duplications of data communica:
tions equipment and networks.

[0 Resource Management Systerns: Provide a complete inventory of existing
data processing personnel, hardware and software.

D Acquisition Guidelines: Formulate statewide guidelines for data process-
ing acquisitions.

O Planning: Develop criteria for agency-level planning which can be con-
solidated to form a statewide program.
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The Computer Center operated by the State Auditor represents Idaho’s approach
to a state data processing service bureau. However, the center has no long-range
operating plans nor any performance standards to measure its effectiveness,
Most large agencies prefer to provide their own systems and programming
functions. As a result, the impact of user developments on equipment capacity
cannot be accurately assessed and there are no controls to ensure that imple-
mented systems are cost-effective.

One of the major data processing projects undertaken by the auditor has been

the development of a statewide personne! information and payroll system. Work
has been going on for three years. The position control and personnel informa-
tion portions of the program became operational two years ago. Payroll process-
ing is currently in the testing state, but no target has been set for implementation.
Considering the time and funds which have already been devoted to this project,
it is questionable whether the state will ever fully recover its investment.

The auditor’s department offers several processing modes including: batching
using agency supplied or internal data input resources, remote job entry, on-line
text editing and on-line terminal support for data input or inquiry. Over the past
several years, the trend has been toward increased on-line systems design. This
has created major pressures in regard to computer capacity and the department
has experienced severe problems with respect to response time.

In Novernber 1978, the equipment was upgraded with the expectation that the
80% capacity increase would serve as a buffer for the growing on-line work load.
Despite this effort, users are still complaining about systems availability and
response time. As a result, a number of agencies handle their own systems
development, data entry and processing requirements either through remote job
entry terminals or their own computers,

Those with independent data processing resources include the Departments of
Employment, Transportation, Revenue and Taxation, Law Enforcement, Correc-
tions, Water Resources, Health and Weifare, Parks and Recreation as well as the
State Insurance Fund and Industrial Commission, State Pharmacy Board and
Criminal Justice Bureau. Additional facilities exist within the Judicial Branch,
Boise State University, Idaho State University and the University of Idaho.

Idaho does not have a statewide master plan to effectively utilize data processing
systems and technology at a reasonable cost. Responsibilities for existing opera-
tions are highly fragmented with extensive functional duplications and unneces-
sary expenditures. In spite of the various committees and task forces that have
been formed to address the problem, no effective plans have been developed to
improve existing operations. Continued uncoordinated proliferation of data
processing equipment, software, application packages and staff will make it
impossible for the state to realize the benefits of computer technology in a
cost-effective manner,

62, Create a Depariment of State Information Systems.

‘The state’s annual data processing costs now amount to more than $9-million

and this significant figure is expected to increase by a substantial amount each
year. Despite the importance of data processing to agency operations, no single
individual in state government is charged with responsibility for overall planning
and control of various functions, Over 300 state employees are currently in-
volved in various types of data processing activities. Properly directed, they
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would constitute a powerful means of improving the cost-effectiveness and
service response of state data processing systems.

The benefits to be derived from automation can only be realized through
effective planning, proper priority assignment and effective management direc- -
tion. This will require a new department to consolidate currently fragmented
activities including operations now under the jurisdiction of the State Auditor as
well as the review functions performed by the Division of Budget, Policy Plan-
ning and Coordination.

To ensure an appropriate return on the state’s present and future investments in
data processing, a qualified professional must be recruited to administer the
proposed Department of State Information Systems. The successful candidate
would report directly to the Governor and should be an executive employee
whose tenure would not be subject to changes in administration. It might be
necessary to use a recruiting firm to aid in the selection of a qualified individual.

A steering committee, composed of the directors of major departments, should’
be created to assist the new department head in establishing appropriate
priorities. This group would not be expected to provide technical direction.
Major responsibilities of the new department would include:

1 Systems development planning.

0 Design and programming support.

0 Hardware evaluations and procurement.

O Software appraisals, acquisitions and technical support.
O Contract negotiations. |

O Personne! training.

O Operation of a state computer service bureau.

The Director of State Information Systems would be charged with developing an
overall organization to provide appropriate support services to other state agen-
cies. This would include controlling the state’s data processing activities in line
with a definitive, long-range master plan. The Computer Center in the auditor’s
department would be restructured to become the service bureau of the new
organization. Control functions now assigned to the Division of Budget, Policy
Planning and Coordination would also be assumed by the department.

While some consolidation of existing computer sites is anticipated, this would
not preclude the operation of independent centers, mini-computers or various
forms of distributed processing. However, the department would be empowered
to exert sufficient control to ensure that such activities are in the best overall
interests of the state.

Establishing an appropriate schedule for systems development efforts would be
one of the department’s highest priorities. Effective project management and
documented cost versus benefit analyses would be major factors in overcoming
present shortcomings. These efforts should:
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O Devise new systems to fit identified needs and capture transactions as early
in the process as possible.

O Evaluate cost-effectiveness of on-line updating versus batch processing.

0 Minimize excessive input coding and develop editing controls to reduce
reconciliations of computer reports by users.

O Design report formats which highlight essential information.

0O Delay equipment or software purchases until implementation is suffi-
ciently advanced to warrant the expense.

An analysis should also be made of the effectiveness of the current documenta-
tion methodology. While it does provide guidelines for a structural approach to
systems design and implementation, the procedures also generate an enormous
amount of paperwork. Anticipated improvements in systems management could
render the existing level of detail unnecessary.

Establishment of a centralized data processing organization will make it possible
. to formulate overall goals, responsibilities and criteria for measuring individual
performances. For example, an accounting and budgeting system should be
devised to permit tracking of data processing costs. This would be particularly
helpful when making {ease-versus-purchase decisions. Major agency invest-
ments could be allocated on an anticipated life cycle with depreciation included
as part of the organization’s budget. This would help provide an accurate
analysis of operating costs with respect to capital investments,

Creation of the new department will require enabling fegislation as well as
executive action. In addition, it may take as long as three to five years before
major improvements can be documented. However, data processing must be
recognized as a vital activity in the state. It is not possible to operate this complex
a function by committee. Industry experience has shown that the benefits of
automation can only be realized if an effective, technically qualified adminis-
trator is given the responsibility and top-level support necessary to plan and
direct a comprehensive service organization.

63. Require all data centers 1o prepare'written operating plans.

Existing centers do not generally have operating plans to ensure effective man-
agement control and performance measurement. This deficiency should be
remedied and a standard format prescribed. Sections would include:

O Statement of operational objectives.

0 Description of organization and personnel resources.

O Overview of present applications and systems development projects,

O Planning strategies for hardware, software and telecommunications,

O Statement of operational standards.

Documentation will be a valuable source of information for the proposed
Department of State Information Systems as well as the centers themselves.
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64. Develop a master plan for the state.

At present, there is no master plan to guide the allocation and development of
data processing resources in the state. This has led to a proliferation of redundant
support groups, programming languages and computer systems. Therefore, one
of the major priorities of the new department must be to develop a master planfor
the utilization of existing and proposed data processing resources.

65. Transfer the auditor’s computer operations to the proposed Department
of State Information Systems.

The center acts as a service bureau by providing computer capacity to various
agencies as well as statewide services for common systems applications. As part
of the consolidation of data processing resources proposed for the state, the.
center should be transferred to the proposed department.

66. Revise accounting and budgeting controls related to data processing.

_Certain software and hardware items can be either leased or bought. However,
there is currently no way to draw accurate cost-versus-benefit comparisons since
purchases are reflected only in a single year’s budget while rental costs are
allocated every year.

This deficiency could be overcome by establishing a special fund for all capital
expenditures related to data processing software and equipment. A useful life
would be estimated for each item and department budget allocations established
to cover the current year’s amortization and investment charge for the remaining
cost of that asset. Implementation of this approach would provide a more
accurate assessment of data processing costs and place more emphasis on
_cost-effective lease or buy decisions.

67. Improve the quality of systems analysis and design.

Data processing solutions which do not meet user needs adequately are respon-
sible for much of the current dissatisfaction expressed by various agencies.
Upgrading the quality of systems analysis and design work can best be accom-
plished by expanding the role of the systems analyst. The objective would be to
emphasize fact finding and analysis activities before a computerized solution is
atternpted. Specific steps should include:

0O Expansion of analyst job descriptions to provide enhanced career oppor-
tunities which will attract qualified personnel,

O Emphasis on the recruitment of individuals skilled in problem solving
rather than computer technology as such.

O Establishment of a systems methodology which encourages user participa-
tion, exploration of alternative solutions and value analysis to ensure
accurate cost-versus-benefit documentation. '

In addition to improved service, implementation should result in more cost-
effective responses to user needs.

68. Review package systems before purchasing.

Several package systems have been purchased by the state without a realistic
evaluation of the resources needed to implement or maintain them. A prime

35



Present Operations

Recommendations

example is the personnel/payroll system which is stiil not completely operational
after three years of work. Expenses have reached the point where the state may
never fully recover its investment. To eliminate the potential for such problems in
the future, in-depth analyses should be performed by the proposed Depariment
of State Information Systems before any system is purchased for state use,

69. Implement procedures to ensure cost-effective data communica-
tions networks.

Present data communications networks are installed without proper overali
coordination and, in some cases, without adequate justification. One of the
activities undertaken by the proposed Department of State Information Systems
should be to identify, catalog and evaluate all existing data transmission net-
works. Findings should be discussed with the departments involved and an
overall plan developed to eliminate surplus equipment and personnel through
appropriate consolidation and coordination. All future requests for system alter-

ations would be channeled through the proposed department to ensure

adequate control of resources.

70. Use existing authority to defer development of new computer centers.

Until a master data processing plan has been developed for the state, agencies
should not be permitted to proceed with development plans for independent
computer operations. While responsibility for data processing activities will
eventually be vested in the proposed Department of State Information Systems,
the existing authority of the Division of Budget, Policy Planning and Coordina-
tion should be utilized in the meantime to defer all proposals for new acquisi-
tions or expansions until they can be evaluted by the division.

Department of Administration

The primary function of the Department of Administration is to provide support
services for other state agencies.

The department is headed by the Director of Administration who supervises a
staff of 168. The fiscal 1980 appropriation amounts to $280,900 for internal

support functions. These are provided in three areas. The Fiscal Unit controls all -

monetary and accounting functions in the department and bills approximately
250 government entities for services rendered. A Word Processing Unit is re-
sponsible for centralized typing and clerical support services. In addition, one
research analyst is available to work on special projects. Specific information on
major department activities is provided in subsequent report sections. These
include the Divisions of General Services, Public Works, Purchasing and the
Personnel Commission.

The current Director of Administration, who has headed the department for two
years, has made a number of changes to improve efficiency and morale. For
example, a totally new system has been installed to upgrade fiscal activities. A
few changes in regard to billing, group insurance and postal charges would be
beneficial. The Word Processing Unit is a cost-effective approach for turning out
high volume correspondence. '
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71. Automate the accounts receivable billing process.

On a monthly basis, the Department of Administration may send a single agency

as many as 13 separate bills for services rendered. The paperwork involved is

excessive and labor costs amount to approximately $2 per billing. To improve

this situation, a computerized system should be developed to consolidate

agency charges into a single monthly account. The one-time cost of program- -
ming would be about $3,400. Implementation would reduce staff requirements

by one position for an annual saving of $12,000.

72. Permit interaccount billing for insurance costs,

Current statutes do not specifically state that interaccount billing may be used to
process agency insurance bills. As a result, the warrant system is utilized,
resulting in excessive amounts of paperwork. At present, the Fiscal Unit must
assign one individual seven days a month to process insurance billings. To
remedy this situation, the code should be amended to permitinteraccount billing
for these charges. Implementation of this proposal will permit more effective use
of personnel resources.

73. Allow agencies to purchase postage directly.

Under current operating procedures, agencies buying postage must first request
and then pick up a check from the Department of Administration. This is an
extremely cumbersome system which generates supporting records both in the
agency and the department. '

it would be more efficient to authorize agencies to purchase postage
directly using their own funds. Based on fiscal 1978 check volumes, imple-
mentation would save nearly 1,000 hours which could be directed toward
other activities.

Division of General Services

Responsibilities assigned to the Division of General Services encompass com-
munications systems, mail distribution, records management, microfilming and
printing services. The division is headed by an administrator and received a fiscal
1980 appropriation slightly in excess of $7-million. It has an authorized staff of
64. Organizationally, the division includes the following bureaus: '

O Printing Services: Intended to serve as a central control point for state
printing needs. :

[0 Records Management: Consists of a microfilming center with the capacity
to produce microfiche reports directly from computer tapes.

[ Communications: Installs and maintains communications equipment.
O] Postal Service: Handles approximately 200,000 pieces of mail monthly.

O Insurance and Budget: Administers the state’s risk management and em-
ployee group insurance programs.
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The major problem in regard to effective printing, records management and
communications functions for the state is the current fragmentation of activities
and responsibilities. This is particularly true in regard to printing services since a
number of agencies operate independent print shops. Mail activities could also
be made more cost-effective. In addition, there is a definite need for a compre-
hensive communications master plan to ensure optimum use of resources,

74. Centralize state printing activities.

Despite the existence of the Bureau of Printing, independent agency operations
are in evidence throughout the state. Although five of them are located in Boise,
there is no attempt to’ coordinate activities. The result is duplications of equip-
ment, personnel and supplies. Much of the machinery is not being used to
capacity and there are no standard procedures governing the use of commercial
suppliers or internal resources.

Since the current approach is costly and inefficient, all printing responsibilities
should be centralized under the Bureau of Printing. The separate facilities now
operating in Boise should be physically consolidated into a single location. Field
shops should be maintained as appropriate, but staffed by bureau personnel

rather than employees of the host agency. The bureau would then be responsible
for establishing appropriate equipment specifications and staffing levels to
ensure cost-effective printing services for user departments. All printing requests
would be channeled through the bureau which would also be responsible for
control of the agency duplicating equipment. )

Implementation would eliminate unwarranted expenses and should reduce the
volume of outside printing done. The estimated annual saving would amount to
$268,500 based on current costs,

75. Implement a comprehensive records management program.

In 1974, the Legislature mandated that the Director of Administration develop a
state records management system. It was to include policies and procedures
related to retention periods, microfilming, forms management and destruction of
obsolete documents. In response, the director established the Bureau of Records -
Management. However, its only activity other than microfilming is to approve or
disapprove agency requests to destroy old records. As a result, the state has no
records center, inventory of its documents or effective guidelines to establish
microfilming priorities.

To remedy this deficiency, the bureau should develop a comprehensive records
management program and the Legislature should appropriate funds to imple-
ment it. The following are among the activities to be carried out:

O Inventory state records including equipment, space and staffing required
for their maintenance, .

O Analyze documents to identify materials which should be retained perma-
nently or for a specific period as well as those which can be destroyed.

O Develop a'ppropriate retention and destruction schedules.
O Set priorities with regard to microfilming.

0 Implement a forms management program to streamline paperwork.
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O Publish a comprehensive policies and procedures manual.
O Establish a state records center if needed.

Although some outside expertise may be needed, most of the work can be done
internally with the addition of two positions — a records management specialist
and a clerk. The one-time cost would amountto $31,000. Since only the clerical
position would be permanent, the annual expense would amount to $11,000
after an anticipated two-year implementation period.

76. Consolidate record microfilming activities.

At least six agencies have their own microfilming centers while others use
service bureaus. Since there is no analysis of the types of records kept, there are
no uniform standards governing procedures, coordination or retention priorities.
In two instances, agencies have been microfilming copies of the same records.

The state already has an organization which could serve as a central control
point — the Bureau of Records Management. To implement this approach, all
request for microfilming should be channeled to the bureau which would
provide the service in-house or contract for the work as appropriate.

Existing equipment should be reassigned to the bureau except for viewers,
readers and storage cabinets required for agency use. In the same manner, all
microfilming personnel should be relocated to the bureau which could then
establish appropriate staffing levels and equipment specifications. It would also
be responsible for setting fee schedules which would reflect both direct and
indirect costs. Implementation would eliminate redundant efforts and shouid
help reduce overall costs.

77. Develop a statewide radio communications plan.

The existing communications networks have developed over the years without
any centralized control. As a result, cities and counties have equipment which
cannot interface effectively with each other or the state. In addition, the state’s
microwave system has proven so unreliable, agencies are leasing lines from
telephone companies. Networks in the Department of Law Enforcement are
operating over capacity in the southern part of Idaho, resulting in troublesome
“ transmission delays.

A good deal of the current equipment is old enough to warrant replacement in
the near future. Before this is done, a steering committee should be established to
define user needs and system specifications. Representatives should be included
from the Departments of Law Enforcement, Health and Welfare, Transportation,
Fish and Game and Lands. The Director of General Services would act as the
committee’s chairman.

This group would be responsible for developing a master plan to integrate the

_long-term requirements of the various agencies. An engineer should be retained
to provide necessary technical expertise and a deadline of four months should be
established for development of a draft plan. This document should address
projected volumes, city/county integration, technological improvements, cen-
tralization of dispatch operations and required geographical coverage of relay
networks. The annual cost to the state for implementing this proposal is
estimated at $25,000. -
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78. Pre-sort first class mail.

The Bureau of Postal Services handles approximately 100,000 pieces of first-
class mail monthly which would qualify for a discount of $0.02 per piece if
pre-sorted. Since this activity is left to the discretion of each agency, only half of
this mail is properly separated resulting in an additional monthly mailing cost to
the state of $1,000.

“To reduce current costs, the responsibility for pre-sorting should be consolidated

in the Bureau of Postal Services. Since additional staff time will be required, the
bureau should eliminate one of its two morning mail pickups. The annual saving
would amount to $12,000.

Division of Public Works

The Division of Public Works is responsible for coordinating the planning,
construction and management of physical facilities required by the state. The
Administrator of Public Works supervises a staff of 85. The fiscal 1960 appropria-
tion has been set at slightly more than $3.6-million while funds authorized for
the 56 projects under construction as of February 1979 amountto $26.7-million.

Organizationally, the division consists of four sections: Planning and Program-
ming, Design and Construction, Preventive Maintenance and Building Services.
Division activities encompass analyses of agency space réquirements, prepara-
tion of contracts related to construction activities, maintenance and security for
buildings and grounds in the capitol mall, space allocation and approval of all
lease agreements as well as management of multi-agency office buildings owned
by the Idaho State Building Authority.

Approximately 90% of the division's personnel are employed in either design
and construction or building services areas. Delays in advertising for construc-

. tion bids, inconsistencies in interpreting building codes and inadequate fiscal

controls hamper the efficiency of the design and construction process, resulting
in increased costs to the state. Expenses associated with state custodial services
are significantly higher than those for comparable work in the private sector. The
potential for improved space utilization is reduced because of the lack of
adequate management information.

79. Develop a comprehensive facilities management information system.

Division responsibilities encompass space planning and management, lease
control, energy conservation and preventive maintenance. Effective control of
these areas is dependent on timely, comprehensive management information in
connection with acquisition costs, operating expenses and facility utilization.
Although the recent development of the building inventory system has increased
the amount of available data, there is no coordinated effort underway to establish
a comprehensive information network.

To remedy this, steps should be taken to design a system which would prepare
appropriate management reports using a single data base. Accomplishing this
objective will require an identification of the types of information needed for
management analyses as well as methods for accumulating and processing data
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efficiently. Development costs of this system should be more than offset. by
potential savings due to improved space utilization alone.

80. Improve procedures for evaluating space requirements.

Under present procedures, insufficient justification and cost details are required
for authorization of funds to construct or lease new facilities. No standards exist
to measure costs nor are there any provisions to compare building or rental
alternatives as an aspect of long-range management planning.

Current statutes provide the Division of Public Works with space allocation
powers subject to certain restrictions. Therefore, the Planning and Space Pro-
gramming Section in the division should be authorized to require all pertinent
data on property which is owned or leased by the state on a regular and timely
basis. This information should then be used to develop a periodic building space
management report. it would provide the following data, alphabetically by
county and then city: :

O Agency name and address.

O Number of employees.

O Square feet per employee based on state space standards.
O Total square feet of usable space.

O Actual square feet per employee.

O Total square feet leased or owned.

O Excess square feet available.

O Lease rate per square foot.

1 Cost per vear.

O Lease expiration date.

O Leasor and address.

Reports should be updated and distributed monthly to identify opportunities for
consolidating space requirements. Data should be used to evaluate lease versus
construction decisions including considerations related to thefinancing cost. For
example, the Department of Agriculture has moved to a new building which
provides 325 square feet per employee. This is considerably in excess of normal
standards. Based on state guidelines, 13,100 square feet of the 21,000 square
feet of usable space in the building should be available to house other agencies.

81. Resolve inconsistencies in current building codes.

Sections of the Uniform Building Code conflict with provisions of others utilized
in the state, resulting in duplicate inspections of some construction phases and
differing interpretations of requirements by the inspectors. Because this can
create work stoppages as well as excessive additional paperwork, contractors
commonly escalate their bids by 2% to 4% for state construction projects.
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To resolve current difficulties, the Idaho Building Code Advisory Board should
review the Uniform Building Code and the other statutes now in use to clarify
conflicts. In addition, a decision should be made in regard to state enforcement
powers. Under current statutes, it would appear that code enforcement rests with
the Department of Labor and Industrial Services rather than the Division of
Public Works which is simply an inspection agent during the construction
pracess. Further, bid conditions should be amended to require that architects and
engineers doing work for the state accept responsibility for meeting all current
building codes when submitting plans and designs. These should then be evalu-
ated by the Department of Labor and Industrial Services to ensure code confor-
mance. Finally, the Division of Public Works should hold annual meetings with
contracting firms to review problems such as code enforcement and the like
related to state construction projects,

Implementation should enable contractors to quote without escalating their cost
estimates as is currently the practice. Actual savings will be dependent on the
Ievef of building done by the state each year.

82. Centralize approval controls for new construction.

The Permanent Building Fund Councnl was established to provide centralized

control over new state construction. However, programs not funded by the

council are not subject to its approval. As a result, a significant number of
projects — more than half of those currently in process — are not evaluated by
the council. To ensure adequate control over state facility construction, all
projects, regardless of funding source, should be subject to council approval.

83. Improve expenditure controls on construction projects.

Aithough expenditure reports are produced for the division, they are not always
.accurate or timely. As a result, unauthorized expenditures have occurred.

To improve current controls, procedures for the preparation and distribution of

necessary reports should be defined and documented. This would include listing

all sources of data on transactions that affect expenditure authorizations. In
addition, a document should be prepared which would reconcile transaction
information to data included in the expenditure report. Procedures should be
described in sufficient detail so that new personnel can be trained in their use
within two or three weeks.

84. Contract for private janitorial services.

The state employs 35 custodians and two foremen to provide janitorial services.
For a five-day week, current expenses per gross square foot average $0.81 on an
annual basis. Comparable private sector costs range from $0.46 to $0.60. Using
a conservative figure of $0.70 per year, the state could realize an annual saving of
$31,100 by contracting with a private firm for its custodial needs.

Divisi(')n. of Purchasing

The Division of Purchasing is one of four major entities within the Department of
Administration. It handles a variety of procurement and property management
activities for the state. .
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The division is headed by an administrator who is appointed by the Director of
Administration, It has a fiscal 1980 appropriation of almost $2.8-million and an
authorized staff of approximately 30. Organizationally, the division consists of
the following areas:

O Bureau of Risk Management: This bureau obtains necessary insurance
coverage for the state. Unlike other entities in the division, its manager
reports to the Director of Administration,

O Central Property Inventory System: CPIS is basically an attempt to keep an
accurate inventory of chatte! property. It has been operative for almost four
years and some 85% of the state’s agencies participate.

O State Motor Pool: The car pool operates only in Boise to provide state
employees with economical transportation while they are on official busi-
ness. The fleet consists of approximately 16 cars.

O Federal Surplus Supply: This function was created to acquire surplus
federal property for distribution to public institutions throughout the state.

D Bureau of Supplies: This bureau acts as a warehouse for supplies and
equipment in general use by state agencies. Current inventory is valued at
approximately $225,000.

O Bureau of Purchasing: The bureau is meant to be the central procurement
arm of the state. Its objective is to buy quality materials and equipment at
the lowest possible price consistent with fair and legal practices.

The purchasing policies and procedures used by the Division of Purchasing are
covered in detail by the state code which explicitly defines the powers and
authority of the administrator.

The Division of Purchasing is not structured to carry out its procurement activi-
ties effectively. The logic of including risk management, fleet and property
inventory functions within this organization is highly questionable. Furthermore,
excessive legislative restrictions and autonomous buying activities which are
prevalent in various other departments have done away completely with the cost
advantages to be gained from centralized purchasing.

85. Restructure the state’s purchasing function.

As presently structured, the Division of Purchasing includes six areas: Bureau of
Risk Management, CPIS, State Motor Pool, Federal Surplus Supply, Bureau of
Supplies and Bureau of Purchasing. The latter is supposed to be responsible for
all state buying activities. However, separate organizations, employing in excess
of 40 persons, exist in various agencies to perform procurement functions.

This fragmentation of effort has resulted in a lack of control and inconsistencies
in basic purchasing methods which adversely affect the state’s overall buying
power. In addition, a number of functions are included in the division organiza-
tion which do not pertain to purchasing activities and, thus, hamper overall
management effectiveness.

To resolve these problems, the entire purchasing function must be restructured.
As afirst step, all agency buying organizations should be eliminated and the most
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qualified individuals transferred to the Division of. Purchasing. Under this ap-
proach, agencies would still be permitted to buy goods or services directly if the
dollar amount does not exceed $500 per order. Other purchases would be
processed through thé division including all orders, regardless of dollar value, for
materials carried by the Bureau of Supplies. '

As shown below, the division would be restructured to eliminate non-purchasing

activities. The Bureau of Risk Management and the State Motor Pool would -

become separate entities within the Department of Administration while CPIS
would be eliminated. Remaining functions would be organized as follows:

0O Materials Management: Activities now assigned to the Bureau of Supplies
and Federal Surplus Supply would be consolidated into a single unit to
handle distribution of office materials and federal surplus acquisitions, it
would be responsible for developing a master plan in regard to state
warehousing requirements.

O Contracts and Specifications: This group would provide technical exper-
tise required to support overall buying activities. It would also develop
standardized purchasing specifications for use throughout the state.

O Purchasing: The Purchasing Section would consist of a manager and 10
qualified buyers, each specializing in a particular product category.

O Administration: This unit would provide support services for the rest of the
division and would maintain statistical data on buying activities. It would
also be responsible for developing training programs for division personnel
as well as agency liaison. ‘

implementation would provide the state with an effective, centralized purchas-
-Ing organization. In addition, the reduction in overall purchasing positions is
expected to result in an annual saving of $207,100. Substantial benefits should
also be possible through increased volume buying for state agencies.

86. Revise purchasing legislation.

Various provisions governing state purchasing activities are so restrictive in light
of inflationary factors, they hamper efforts at effective procurement or result in -
unnecessary paperwork. To resolve current problems, the following changes
should be enacted:

PROPOSED ORGANIZATION
DIVISION OF PURCHASING

ADMINISTRATOR

MATERIALS
MANAGEMENT

I 7 ' ]

CONTRACTS AND :
SPECIFICATIONS PURCHASING ADMINISTRATION
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01 Increase dollar limits from $200 per month to $1,000for procurements and
from $5,000 to $25,000 for purchases as defined in the code.

O Permit the division’s administrator to limit the sending of bidding notices to
five qualified vendors and eliminate the requirement to seek quotes only
from registered suppliers. '

O Repeal provisions relating to administrative appeals of purchasing deci-
sions. Instead, vendors should be permitted to file formal complaints with
the State Auditor.

O Remove references to the Division of Purchasing to allow the department's
Director of Administration to specify organizational responsibilities in
relation to risk management.

These legislative modifications would greatly improve the division's ability to
function more effectively.

87. Streamline buying procedures.

The current system for requisitioning, ordering and paying for merchandise is
extremely slow. On the average, it takes 27 days for a submitted agency requisi-
tionto produce a purchase order. Another two months may pass before the goods
are delivered. As a result, many agencies have established their own buying
organizations or submit an inordinate number of emergency orders — cu rrently
some 50% of the total volume.

To ensure an effective procurement function, the current system must be stream-
lined to eliminate redundant activities and excessive paperwork. As discussed in
another recommendation, all orders of more than $500 would be placed through
the Division of Purchasing while those below this amount would be handled by
the agency.

Before a requisition is sent to the division, the agency would encumber the
necessary monies to eliminate current verification of available funds, The
encumbered amount would be specified on the requisition, When the amount is
~under $25,000, the division would obtain quotes from up to five qualified
vendors without using forma! bidding procedures. Provided sufficient funds are
available, the division would then make the award. A copy of the purchase order
would be sent to the agency and the State Auditor. The vendor would ship direct
to the agency and bill the State Auditor. When the goods are received, the agency
would compare the shipment with the purchase order and prepare a receiving
and inspection report. Copies would be sent to the Division of Purchasing and
the State Auditor. The latter, having received a purchase order, an invoice and
notice of receipt, would pay the amount owed. —

Ideally, a system could be used to batch invoices from the same supplier to make
a single monthly payment for all agency purchases. The division should keep a
record of “open” orders to expedite shipments instead of waiting for the agency’
to lodge a complaint.

In this way, it would be possible to substantially improve service levels, elimina-
ting the justification for independent buying organizations in the various agen-
cies. The streamlined system should also enable the state to qualify for more cash
discounts on its purchases.
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88. Establish performance objectives and monitor progress through periodic
audits of the purchasing function.

The Division of Purchasing has no means for evaluating its efficiency, cost-
effectiveness or quality of service. At present, it lacks defined operational objec-
tives as well as criteria for measuring accomplishments. This has resulted in a_
fragmentation of the purchasing function which has adversely affected the state’s
overall buying power. '

The primary goal of public purchasing is to acquire goods and services efficiently
and economically as they are needed. Centralization of both authority and
accountability are major elements in an effective procurement cycle. However,
to ensure accountability, realistic goals must be set and progress toward these
objectives measured through periodic audits. A number of quantitative and
qualitative performance indicators exist which could be used to evaluate the
Division of Purchasing.

The first step in establishing a meaningful audit program would be to agree on the
performance parameters to be used as well as the degree of emphasis given each.
Once the indicators are chosen, goals would be set based on anticipated
performance levels. Progress would then be measured periodically and the
objectives themselves evaluated through internal and external audits.

89. Initiate a buyer development program in the division.

The Division of Purchasing has no qualified professionals on its staff. Buyers
often have less than three years of experience, usually limited to Idaho state
government. Steps must be taken to enhance the qualifications of the people
responsible for the state’s procurement function,

To accomplish this objective, a professional development program should be
initiated in the division coupled with an aggressive program to recruit qualified
individuals to fill vacant posts as they occur. Considerable emphasis should be
given to the successful completion of the four examinations required for certifi-
cation by the National Association of Purchasing Managers. Implementation
would require an annual expenditure of about $5,000,

90. Improve fleet operations.

The current fleet operation is fragmented and suffers from the lack of centralized
control. Most agencies prefer to purchase their own vehicles, ignoring the car
pool maintained by the Division of Purchasing. As a result, there are no policies
to ensure appropriate utilization and nd standards in regard to maintenance costs
- or replacements. In addition, information. is not readily available to identify the
number and condition of vehicles owned or leased by the state.

The fleet operation cannot be effectively administered as part of a purchasing
organization. Instead, a position of fleet manager should be created, reporting to
the Director of Administration. The person selected to head this function should
be a qualified professional. All state cars would be placed under the incumbent's
jurisdiction. This individual would then:

O Develop criteria for vehicle assignments and ensure agency compliance.

O Determine chargeback costs including vehicle depreciation to recover
operational expenses.
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0 Formulate and establish uniform standards for vehicle purchases and main-
tenance activities.

[ Establish and implement a uniform vehicle disposal policy based on time,
mileage -and condition.

0O Reduce the requirement for private vehicle use in intrastate and inter-
state travel. : '

Assuming a 25% improvement in fleet efficiency, the equivalent of 300 vehicles
could be made available to reduce private car reimbursements. Subtracting
personnel costs for a manager and three clerks as well as anticipated operating
costs, the net annual saving should amount to approximately $464,400, based
on current expenditures.

91. Revise current vehicle reimbursement policies.

During fiscal 1978, state employees traveled almost as many miles in their own
cars on official business as they did in government vehicles. To discourage the
use of private cars, a lower reimbursement rate should be used whenever a
private car is chosen in preference to an available agency vehicle. Five states
already utilize this approach. A “convenience” rate of $0.11 per mile instead of
the normal $0.15 could result in substantial annual savings and would help
establish an effective fleet operation in the state.

92. Implement an integrated billing and inventory control system.

The Bureau of Supplies maintains a perpetual inventory on the State Auditor’s
computer. However, current requisitioning procedures require that line item data
be entered into the system several times, both for billing and inventory purposes.
This is also true of procedures for other central services.

To eliminate redundant activities, an integrated billing and inventory system
should be designed. It should require line item input only once and would
perform necessary cost extensions. In addition, the proposed application should
have a generalized format to permit its use for various central services. Imple-
mentation would require a one-time programming expenditure of $5,000 and
would eliminate one clerical position in the bureau resulting in an annual saving
of $9,900. - :

93. Discontinue the state’s computerized property inventory.

CPIS, which has now been in operation almost four years, is the state’s third
attempt at maintaining a computerized inventory of its property. Unfortunately, it
remains a cumbersome, inaccurate report which serves little purpose. The task
force review did not-reveal that the agencies providing data to produce the
annual listing consistently use the resulting report for either decision-making or
control activities. In fact, most agencies of the state keep other records on major
assets because CPIS does not provide them with necessary information on a
timely basis.

Given these factors, CPIS should be eliminated. Instead, the State Auditor should
be responsible for developing a system which will automatically inventory all
capital equipment purchases paid for by the state, deleting items when they are
removed from state control.
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Personnel Commission

The Personnel Commission is responsible for administering a classification
system for state government employees. It has a bi-partisan membership of five
persons, appointed by the Governor for staggered six-year terms. At least two
must have five or more years of personnel management experience. A Personnel
Director is appointed by the commission to serve as its executive secretary and
administrative officer. There is a full-time staff of 46 while the 1980 appropriation
amounts to about $996,000.

The objective of the system administered by the commission is to provide a
means of testing, selecting and promoting individuals on the basis of merit and
their performance of assigned duties. Records are currently kept on more than
9,000 classified state employees. In fiscal 1978, there were approximately
23,400 applications for employment resulting in the certification of more than
3,300 individuals.

The Personnel Commission staff is effectively organized and is carrying out its
assigned duties well. However, personnel classification analysts should be cen-
tralized and total recruitment functions assigned to the commission. Further,
some expansion of responsibility appears necessary in regard to agency-level
performance evaluations. -

94. Expand the jurisdiction of the Personnel Commission.

Of the current state employees, nearly 7,000 are exempt from procedures and
rules established by the commission. Some 4,100 of the exempt employees work
within the education system. The remainder are employed by elected or ap-
pointed officials in various agencies and departments. This makes it difficult for
the state to select, retain and promote personnel on an equitable basis. Problems
include pay differences as well as the lack of specific qualifications for exempt
positions. To ensure standard treatment of state personnel, exempt status should
be limited to elected officials and their immediate staffs, appointed department

‘heads, key management personnel and faculty. Al other positions should be

placed under the jurisdiction of the Personnel Commission.

95. Reassign fotal recruitment responsibility-to the commission,

When departments cannot fill key vacancies through promotion or state lists of
eligible candidates, they attempt to recruit qualified individuals through adver-
tisements. However, applicants must then be redirected to the Personnel Com-
mission for information on civil service tests, times and locations. Attendant
delays often result in key posts remaining vacant for excessive periods.

To eliminate current time lags, the commission should be authorized to take
whatever recruitment action is necessary to fill key posts. Advertising and
applicant travel expenses would be authorized by the director of the department
involved and paid to the commission through interagency transfers.

96. Transfer department personnel analysts to the commission.

The Departments of Health and Welfare, Transportation and Employment have
personnel analysts on their staffs to carry out certain job classification respon-
sibilities. As indicated in the department reports, these positions could function
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more effectively if the incumbents were reassigned to the Personnel Commis-
sion. Implementation will ensure uniform handling of classification and com-
pensation activities.

97. Assist agencies in implementing mandated performance evaluations.

New legislation has removed automatic in-grade salary increases so that raises
must now be based on performance evaluations by respective supervisors. Some
training programs have been developed by the Personnel Commission to help
state agencies in implementing these mandated requirements. Formal responsi-
bility for additional assistance should be assigned to the training staff to ensure
standardized administration.

Department of Revenue
and Taxation

The current department is the result of a series of legislative and constitutional -
changes dating from the early 1900s. Basically, its responsibilities involve equit-
able administration of the state’s tax laws, collection of revenues and processing
of tax appeals from both individuals and county assessors.

In 1945, the state constitution was amended to establish a bi-partisan Tax
Commission. Its four members are appointed by the Governor for staggered
terms of six years, subject to the consent of the Senate. Effective in 1974, the
commission was consoclidated with the State Board of Tax Appeals into the
present department. This combination is only a concept since there are no
administrative, functional or even physical links between the two groups.

Currently, the department includes just over 200 full-time employees organized
into bureaus which report to the four commissioners. The fiscal 1980 appropria-
tion amounts to nearly $8.8-million. Organizationally, the department
encompasses six functional groups: Bureaus of Support Services, Revenue Op-
erations, Audits, Field Services and Informatlon Systemns as well as the Ad
Valorem (property tax) Group.

This department has a number of operational problems. Most center around the
processing of individual tax returns. It also suffers from fragmented leadership
and a lack of overall direction. There are substantial opportunities to improve
service efficiency and overall cost-effectiveness throughout the department.

98, Allow the federal government to administer the state’s individual income
tax returns.

In order to collect personal income taxes and produce statistical reports, the
Department of Revenue and Taxation must process and review information from
each individual tax return. The form requires considerably more information
than formats utilized in other states. A primary reason is that Idaho’s taxes are not -
based on an adjusted figure from federal returns as is the case in Maine and many
others. The resulting work load has severely affected the department's abtllty to
process returns in a timely, accurate manner,
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To resolve current operational problems, Idaho should enter into an agreement
permitted under existing federal regulations which allows the Internal Revenue
Service to collect and administer both resident and nonresident returns at no
charge to the state. Under this approach, the Department of Revenue and
Taxation planners would be responsible for evaluating the impact of any federal
changes which might affect state revenues.

If there is insufficient time for the Legislature to take action in relation to such
situations, the tax. commissioners, with the Governor’s approval, should be
empowered to adjust Idaho tax rates to compensate for federal changes. Of
course, decisions to increase or decrease tax revenues or make major changes in
the tax structure would still be vested in the Legislature. Implementation would

provide an annual saving estimated at slightly more than $1.2-million, based on -

current department operating expenses.

99, Establish an Administrator of Revenue and Taxation.

By law, the Department of Revenue and Taxation’s administrative responsibilities
must be divided among the four tax commissioners. This approach has frag-
mented current operations and caused severe management problems. In addi-
tion, the commissioners’ involvement with day-to-day activities have resulted in
a potential conflict of interests in regard to hearings on non-real and personal
property tax appeals.

To improve department services, a qualified manager with a background in
accounting, taxes and finance should be recruited to function as the Adminis-
trator of Revenue and Taxation. This individual would be appointed by the
Governor with the approval of the Legislature.

The department’s four tax commissioners would thus be relieved of all responsi-
bility for day-to-day operations. However, they would still provide interim tax
rates as described in the previous recommendation and continue to handle
equilization activities.

Given the reduction in the work load, the number of commissioners should be
reduced to three persons, serving part time. Under this concept, all appeliate
functions would be consolidated under the Tax Appeals Board which could be
reconstituted on a full-time basis. This would greatly simplify the appeals process
and resolve the potential conflict of interests within the commission. Implemen-
tation of this proposal would also result in a net annual cost to the state of
approximately $26,900.

100. Require full disclosure of market values in all property transactions.

Each year, the Tax Commission must ascertain the ratio between market and
assessed values for real property in each county. This sales-ratio study is the basis
for distributing state educational funds as well as for equalization of property
assessments throughout the state. Because Idaho lacks a full disclosure law, the
information gathering process is extremely complex and requires a total of seven
full-time employees.

As a remedy, a law should be enacted requiring all buyers and sellers of property
in the state to forward data needed for the sales-ratio study to the Tax Commis-
sion. Implementation will result in an annual saving of $126,700 through
reduced staff requirements.
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101. Combine the Bureaus of Audits and Field Services,

Although the functions assigned to these bureaus within the Department of
Revenue and Taxation are closely related, there is inadequate coordination
between the two units. Current problems could be resolved and overal! service
levels improved if the bureaus were consolidated and merged. in addition,
elimination of one bureau chief’s position would provide an annual saving of
$30,900 to the state.

102. Increase staff in the Employer Withholding Section.

There is only one accounting technician in this section to monitor employer
withholding payments. This individual is being provided temporary assistance
by a withholding specialist from the Tax Policy Section. The lack of auditing
capacity has resulted in substantial losses of potential revenue. -

The specialist should be given additional duties as a permanent supervisor in the
Employer Withholding Section with a second accounting technician added to
the staff. Implementation will provide the state with a net annual income of
approximately-$30,000.

103. Reclassify two positions in Miscellaneous Taxes.

Two auditing positions are utilized by this section to perform work which is
" essentially clerical in nature. The compliance audits which these individuals do
perform could be integrated into activities carried out by the various field
auditors. The balance of the work should be assigned to two senior clerks.
Implementation of this proposal would result in a net annual saving of approxi-
mately $22,700.

104. Implement standard procedures in the department for systems de-
velopment and documentation.

Systems development in the department is characterized by lack of adequate
preliminary planning and uneven results. For example, the current project to’
install an on-line data entry system has reached the vendor selection stage
without a clear definition of requirements.

To remedy this situation, the department must implement uniform standards for
systems development and documentation on all projects. Guidelines are cur-
rently being formulated and should be evaluated by an objective source outside
the department.

105. Provide reports on actual productivity.

The existing work load planning and control system does not provide informa-
tion on actual productivity in comparison to existing standards. Such data are
essential to accurately evaluate employee productivity. Only minor system
modifications would be necessary and the entire procedure could be automated
if this approach appeared cost-effective.

106. Improve the work layout in the Bureau of Revenue Operations.

The physical layout of work stations in this bureau is inefficient and should be
revised. A detailed plan should be developed to improve both work flow and
document security. Some outside assistance may be required at a one-time cost
of approximately $20,000.
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Public Utilities Commission

The commission supervises and regulates all pubhc utilities as well as certajp
motor carriers operating in the state.

The Public Utilities Commission has three members and its President serves as
the organization’s chief operating officer. The fiscal 1980 appropriation amounts

“to almost $2.2-million while the personnel level is 64. The commission has

quasi-judicial powers and its rules and regulations have the force of law,

Currently, it supervises activities of five electric utilities, 14 telephone com-
panies, two natural gas suppliers and 25 water companies. It also regulates one
water carrier, two airlines, six railroads, more than 700 intrastate common
carriers and thousands of interstate and private carriers. In addition to its admln_
istrative staff, the commission has the following operatmg units;

O Legal: Coordinates activities of thetechnical staff when preparing informa-
tion for presentation at hearings and represents the commission in appeals
to the state’s supreme court.

O Accounting and Finance: Analyzes and audits financial data submitted by
regulated companies.

O Rates and Forecasts: Recommends rates for approval based on a utility’s
capital investments, load forecasts, costs of service and other data.

01 Regulated Carrier: Handles all matters pertaining to motor carriers under
the commission’s jurisdiction.

[ Research and Consumer Assistance; Processes complaints from consumers
and recommends the establishment of various policies related to service.

- While technical areas are operating effectively, there has been a proliferation of

administrative positions which hinder overall efficiency. In addition, some over-
lap of responsibilities is evident in certain areas.

107. Restructure the Public Utilities Commission.

The existing organization structure of this commission has threée major problems.
First, the span of management control is excessive with 11 separate individuals
reporting to the commission’s President. Secondly, there is an overlap of respon-
sibilities among the Special Assistant for the commissioners, the Executive
Assistant and the Research and Consumer Assistance Division. Finally, the
number of administrative and support personnel is excessive.

To improve overall efficiency, the fol‘lmfving changes should be implemented:

O Eliminate the Research and Consumer Assistance Division and reassign its
complaint activities to the Public Information Unit which should be re-
named Public Information and Consumer Affairs. Gas pipeline safety
duties should be placed under the Regulated Carrier Division and the
research analyst reassigned to the Executive Assistant.
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O Consolidate public information, consumer affairs and fiscal functions
under the Executive Assistant to reduce the current span of control and
eliminate overlapping activities. '

O Do not fill the four secretarial vacancies. This will enable the commission
to improve its utilization ratio for support personnel.

Implementation will result in an annual saving of $27,800 and an annual cost
avoidance of $112,600.

108. Improve complaint handling procedures. -

More than 95% of the complaints directed to the commission originate as
telephone calls to one of three investigators. A review of the reports prepared by
these individuals indicate a large percentage are inquiries rather than actual
grievances. In addition, the practice of writing a report while the call is in
progress often results in illegible or incomplete documentation.

To improve the overall system, call forms should be revised to describe the nature
of the complaint, persons contacted at the utility, suggested solution and final

" disposition. In addition, original calls should be considered inquiries and not

classified as complaints until the utility has been contacted and an unsatisfactory
answer received. Implementation will reduce the time invoived in handiing
individual calls, making it possible to eliminate one position for an annual saving
of $14,000.

109. Sublet surplus office space.

The commission leases more than 18,000 square feet of usable floor space for a
total staff of 64. This results in an average space aliotment of 285 square feet per
individua! compared to normal standards of 150. Allowing 800 square feet for a
hearing room, the Public Utilities Commission should be able to sublet approxi-
mately 7,800 square feet of surplus space for an annual income estimated
at $60,800.

Department of Finance

The Department of Finance is a regulatory agency charged with enforcing the
Uniform Consumer Credit Code and monitoring various types of financial activi-
ties and institutions.

The department is headed by the Director of Finance who supervises a staffrof 26.
The fiscal 1980 appropriation amounts to almost $740,000. Organizationally,
the department consists of four bureaus:

O Support Services: Provides accounting, personnel and budgeting functions
as well as data processing services for the department,

0 Financial Examinations: inspects and supervises banks, savings and loan

associations, credit unions and other financial institutions which are under
the department’s jurisdiction.
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O Uniform Consumer Credit Code: Ensures that consumers are not subjecteq
to unfair, fraudulent or exorbitant credit extension, debt collection or credit
reporting practices. . .

O Securities: Protects investors from fraud by requiring administrative re.
views of investment disclosures and licensing of persons engaged in secyri.
~ ties transactions.

The department is fulfilling its responsibilities, although the current fee structyre
is inadequate in relation to actual costs. Some structural improvements could

 also be made:

110. Increase fees to help defray expenses.

During fiscal 1978, the fee revenues generated by department services fell short
of actual costs by $104,000. It is anticipated that this deficit will increase to
$136,000 for fiscal 1979. In the case of lending institutions, department certifica-
tions of management and financial soundness are a service to the industry and
should be handled on a self-supporting basis. Therefore, current fees should be
increased accordingly. The additional annual income is estimated at $130,000.

111. Realign certain activities to improve efficiency.

The Uniform Consumer Credit Code Bureau consists of a chief, two investigators
and a secretary. Their time is spent handling complaints, but the work load does
not warrant bureau status. In addition, the functions assigned to the senior
secretary in the Support Services Bureau are not sufficient to keep this individual
busy on a full-time basis.

To improve overall personnel utilization, the two consumer credit investigators
should be transferred to the Examinations Bureau for supervisory purposes. This
would eliminate the need for one bureau chief’s position and a secretarial post.

Abolishing the secretarial position in the Support Services Bureau would brmg
the combined annual saving to $46,300.

Department of Insurance

This department administers state laws and regulations involving insurance.
Duties involve examining carriers for financial soundness, approving insurance
forms, licensing agents and ccllecting premium taxes.

The Director of Insurance is the chief operating officer and supervises a staff of 21
plus eight examiners who work under contract. The fiscal 1980 appropriation
amounts to over $500,000. During fiscal 1978, the department collected almost
$450,000 in fees.

At present, there are 30 domestic insurance companies which must be examined
every three years. The department also has supervisory responsibility for out-of-
state companies which do business in Idaho. Organizationally, the department
consists of the following sections:

O Public and Consumer Services.
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O Property and Casualty Rates, Forms.

O Life and Health Rates, Forms.

0O Agents’ Qualifications and Licensing.
O Investigation.

0 Accounting, Fiscal and Personﬁel.

O Clerical.

0O Company Exaﬁination and Admissions.

The department executes its fundamental responsibilities with reasonable effi-
ciency although some organizational improvements are needed. Licensing activ-
ities are entirely manual and resulting work loads seem excessive.

112. Restructure the department on a functional basis.

The department is currently organized into a number of small sections, some
with similar functions. For example, two are responsible for approving insurance
company rates and forms — one for property and casualty coverages and the
other for life and health insurance. To simplify the overall structure and improve
efficiency, the department should be realigned into two divisions. Administrative
activities would be consolidated under one and technical functions in the
second. Thus, the department's accounting, personnel, clerical support and
agent licensing/appointment activities would be carried out in the proposed
Division of Administration. Similarly, the proposed Division of Regulation and
Consumer Affairs would handile field examinations, company admissions, forms
approval, investigations and consumer complaints.

113. Extend licensing periods and reduce the number of renewal notices.

Licenses for agents, brokers and insurance consultants are renewed every year. In
addition, companies are required to inform the department of all changes in their
lists of agency appointments annually. It takes a supervisor, four clerks and a
part-time employee to keep up with the resulting paperwork.

To reduce current work volumes to a more manageable level, the renewal period
for licenses should be extended from one to two years. Confirmation of agency
appointments should also-be extended to two years and the licensing/
confirmation procedures carried out in alternate years. In addition, follow-up
notifications on renewals should be decreased from three to two. Implementa-
tion would reduce staff requirements for an annual saving of $18,400.

114. Study the feasibility of automating the licensing/appointment process.

During 1977, the Agents’ Qualifications and Licensing Section issued 2,007
licenses, examined 2,107 applicants, processed 9,008 license renewals and
handled more than 30,000 transactions dealing with company appointments. To
record each agent’s current status, the section maintains two massive card
indexing systems which require continual updating. Information in these files is
referred to an estimated 200 times a day. It would appear that this system might
be a candidate for automation. Therefore, the department should conduct a
feasibility study to determine potential costs and benefits.
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Department of Labor
and Industrial Services

This department was formed in 1974 by consolidating five existing regulatory
boards and agencies. Its basic purpose is to ensure that all construction in the
state meets basic code requirements.

The department s headed by a director who supervises an authorized staff of 103
including 10 vacancies. lts fiscal 1980 appropriation amounts to nearly $3-
million. Approximately 80% of annual operating expenses are recovered
through sales of licenses, inspection fees and the like.

Department personnel are responsible for licensing contractors and craftsmen,
issuing inspection permits and enforcing compliance with various construction
codes as well as the state’s minimum wage and employment discrimination laws.
The department also conducts safety inspections of all state-owned buildings.
Organizationally, it is comprised of the following areas: Electrical, Plumbing,
Uniform Building, Safety and Labor Relations Bureaus, Industrial Safety, Wage
and Hour and Labor Relations Sections plus Administrative Support — Clerical
and Administrative Support — Fiscal and Personnel. ‘

The integration of five separate agencies which was initiated in 1974 has beén
successfully completed for the most part. Some procedural efficiencies and
operating economies could be achieved through changes relating to staffing
levels, licensing periods, fees and fleet management. .

115. Assess hearing and processing fees in connection with wage law
violations. :

The Department of Labor and Industrial Services receives about 2,000 com-
plaints a year alleging non-payment of wages due from a present or past eém-
ployer. Approximately a third of these grievances require formal hearings to
resolve. Under current procedures, only the amount of the owed wages is
assessed a guilty employer.

In order to improve compliance with current wage laws, a penalty of half the
armnount being paid the claimant should be imposed. Also, persons filing claims
should be required to pay a processing fee of $10 which would bé returnedif the
‘grievanceis substantiated. The annual additional incometo the state is esti mated
at $40,000.

116. Revise department staffing fevels.

The authorized staff for the department includes 10 vacant positions. Based on
current work loads, six of these posts should be eliminated. They include five
additional inspectors in the Electrical Bureau and an administrative assistant in
the Uniform Building Bureau. The combined annual cost avoidance would
amount to $126,900. '

117. lssue biennial licenses.

Electricians, plumbers and contractors are required to renew their licensesonan
annual basis. The resulting work loads often require temporary personnel’
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additions or staff overtime. However, it would be more cost-effective to issue
biennial licenses for these craftsona staggered basis. The reduced work load will
eliminate the need for one clerical position in the department at an annual saving
of approximately $12,000.

118. Simplify the permit issuance process.

The department issues building, electrical and plumbing permits. Although
contractors normally apply for all three at once, each bureau currently prepares
and mails out receipts individually.

it would be more efficient to utilize a combined form to consolidate application
and processing procedures for these permits. Implementation should eliminate
the necessity for additional personnel resulting in an annual cost avoidance of

_approximately $11,600.

119. Improve utilization of department vehicles.

Field inspectors are paid $0.15a mile for business use of personal cars. However, -
records indicate that five of the Department of Labor and Industrial Services’
seven fleet vehicles are substantially underutilized and could be reassigned to
field personnel. The annual cost avoidance in mileage payments is estimated at
about $8,300.

Department of Agriculture

The Department of Agriculture is responsible for promoting and regulating the
agricultural industry in idaho. It also establishes standards of weights and mea-
sures and protects consumers from adulterated or contaminated food products.

The Director of Agricultureis appointed by the Governor and supervises a staff of
318. The fiscal 1980 appropriation amounts to slightly more than $7.8-million of

‘which the bulk — $4.9-million — will come from various service fees charged

by the department. Organizationally, this agency consists of four divisions which
are as follows:

0J Animal Industries: Includes the Bureaus of Animal Health Diseases, Ani-
mal Laboratories and Meat Inspection.

0 Plant Industries: Contains the Bureau of Chemical and Feed Services and
the Bureau of Plant Services.

O Agriculture Markets: Encompasses the Bureaus of Bonded Warehouses,
Weights and Measures, Dairying and Compliance. -

(1 Federal-State Inspectors: Consists of the Bureaus of Commodity Inspection
and Shipping Point Inspection.

There is also a Bureau of Administration to provide central personnel and
financial services. The director maintains cooperative relationships with a
number of advisory boards, private industry associations, federal agencies and
educational institutions involved in agricultural programs or activities,
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The department’s financial processing and reporting systems are madeQUate '
resulting in duplications or lack of overall control. In addition, current fees fo,.
services are outdated in some instances. Space utilization is also poor.

120. Adjust license and audit fees.

The fees currently charged bonded warehouses, warehousemen  and track
buyers or their agents for required licensing and audit services are insufficient 1
offset associated expenses. License fees should be a uniform $50 except in the
case of track buyers’ agents who should be charged $15. Hourly rates for
warehouse audits should be set at $25. Implementation will provide ap
additional annual income estimated at $201,300 to offset expenditures. .

121. Establish a fee based on head counts for slaughtering licenses.

All meat slaughtered for public consumption must be inspected. Atpresent, 90%
of the work is handled by federal personnel. The other 10% of the inspections are’
done by the state because the slaughtering facilities do not meet federal require-
ments. To arbitrarily withdraw the state inspection service could create substan-
tial hardships for small packers. However, the work is done without charge and:
must be subsidized from the general fund.

Financing this inspection activity is not an appropriate use of state monies and
steps should be taken to correct the situation. In this regard, a long-range
program should be initiated to help local operators qualify for federal inspec-
tions. In the meantime, the department should establish a license fee based on
head counts of all animals killed in both state and federally inspected plants to
help defray current costs of state inspections. The additional annual income is
estimated at $120,000.

122, Charge for‘éptional laboratory tests.

In fiscal 1978, the department’s laboratory conducted almost 35,000 diagnostic
tests, Approximately 75% were done without charge for private concerns or
individuals. As a result, the service normally operates at a deficit. Thus, charges
should be instituted for appropriate optional laboratory tests. The potential
income on an annual basis is estimated at $280,000.

123. Increase fees for testing, mspectlon, certification and licensing.

In fiscal 1978, the department spent more than $7-million to provide testing,
inspection, certification and licensing services while recovering only $4.8-
million in associated fees. To place appropriate activities on a self-supporting
basis, current charges for pesticide registration and licensing as well as seed
analysis and cenrtification should be revised. Based on current costs, the
additional annual income should approximate $78,000.

124, Implement a centralized management information system.

Various financial functions are carried out by bureaus within the department
resulting in duplicated efforts and an overall lack of management control. This is

. particularly true in areas such as licensing, payroll, budget data and program

expense trackmg
To remedy this situation, the Bureau of Administration should design and imple-

ment a centralized reporting system to document required financial and man-
agement information data. The recently installed word processing system should
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be utilized wherever possible to store and retrieve various forms of information
and the State Auditor should be asked to provide appropriate additional support.
Once the system is operational, division managers should be supplied with
timely budget and expenditure reports. :

Based on current costs, implementation should result in a net annual saving of
$14,700 through elimination of two positions. The one-time cost is estimated at
approximately $5,000.

125. Centralize license renewal functions.

The four divisions in the Department of Agriculture will process an estimated
6,000 licenses or renewals during fiscal 1980. The Bureau of Administration
issues receipts and submits collected funds to the State. Treasurer. However,
. mailing lists and license documentation are handled manually by the divisions
and require the equivalent of 3.7 full-time employees on a combined basis.

~ The department has recently installed a word processing system. Files for all
division licenses should be placed on the system, eliminating the need for two
full-time positions. The annual saving would amount to $24,300.

126. Consolidate the department’s public relations and marketing functions.

A yearly retainer is paid to a public relations firm to prepare occasional news
releases while a department secretary, on loan to the U.5. Department of Agricul-
ture, is used to produce a weekly report on state potatoes and onions from
September through May. The report has a circulation of about 450. Both the
secretarial position and the public relations expense should be eliminated since

_current staff in Boise could handle these functions. The annual saving would
amount to $23,600.

127. Improve space utilization.

The department recently moved into a new building constructed for it in Boise.
At current utilization levels, personnel have an average of about 325 square feet
per individual compared to industry norms of 200 square feet for this type of
work environment. A significant amount of space is occupied by files which are
not needed for ready access.

To improve overall cost-efficiency, the offices should be laid out to provide
sufficient space for additional state personnel now occupying rented facilities.
Surplus files should be moved to the building’s basement. Although no specific
benefit is being claimed, there is a potential for a savings of more than $50,000in
rental costs if industry space standards are utilized and other agencies are
relocated to this facility.

Department of Fish and Game

The primary purpose of the Department of Fish and Game is to preserve and
manage the State of ldaho’s wildlife resources. This includes the provision of
recreational fishing and hunting areas as well as the support of scientific and
educational programs.
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The Director of Fish and Game, as chief administrative officer, receives policy
guidance from a five-member Fish and Game Commission. The latter are ap-
pointed to staggered six-year terms by the Governor and meet quarterly to reviey
department activities. The fiscal 1980 appropriation amounts to almost $10.8.
million while the authorized staff has been set at 297 full-time positions.

Organizationally, the departmentincludes two divisions: Programs and Planning
and Regional Operations. The former consists of seven bureaus while Regiona]
Operations encompasses six local offices situated throughout the state. As of
June 30, 1978, the department had issued more than 780,000 hunting and
fishing licenses for total revenues of over $6-million. In addition to management
of public hunting and fishing areas, the department administers some 122,000
acres of property under its land ownership program.

Overall, the department is meeting its mandates ‘eﬂ"ectively. However, the or-
ganization structure is cumbersome and improvements are also possible in the
licensing and fleet management areas. ‘

128. Separate line and staff functions in the departmenﬂ

The department was regionalized in 1973 and its assistant director assumed
management responsibility for the field offices. The resulting organization struc-
ture consisted of seven bureaus reporting to the director plus six regions under
the assistant director. The bureaus include: Administration, Enforcement,
Engineering, Information and Education, Program Coordination, Fisheries and
Wildlife. Except for Administration and Program Coordination, bureau functions
are duplicated at the regional level, resulting in a mixture of line and staff
activities. The main responsibility of the Program Coordination Bureau is to
attempt to clarify responsibilities and coordinate overlapping functions.

To eliminate existing confusion, the department should be restructured to sepa-
rate line and staff activities. As shown in the organization chart to the right, four of
the current seven bureaus should report to the director as staff functions. They
would include Administration, Information and Education, Fisheries and
Wildlife. All research biologists would-be reassigned to the latter two bureaus,

The assistant director wolild continue to be responsible for the regional offices.
This individual would also supervise four staff functions consisting of the current
Engineering and Enforcement Bureaus plus the field biologists working in
Fisheries and Wildlife. The Program Coordination Bureau could then be elimi-
nated. Implementation would reduce staffing requirements by one position for *

. an annual saving of $26,600,

129." Bill license vendors monthly.

The department has 581 license vendors throughout the state, Supplies are given
to these individuals on consignment, usually in books of 10. They are required to
submit receipts by the 15th day following the month in which the last license is
sold from a book. As of April 3, there were still 89 accounts open for the 1978
license year due to delays in forwarding receipts.

To correct this situation, the department should utilize the monthly status report
now sentto vendors as a means of billing them for the licenses they have ordered.

~ Improved cash flow should generate an additional annual income of approxi-

mately $50,100 in increased interest earnings.
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130. Improve fleet manégement procedures.

The department has some 378 vehicles assigned for its use including 277 small
trucks. A recent review indicates that some vehicles are underutilized. In addi-
tion, there appears to be a wend to replace two-wheel drive trucks with four-
wheel drives without adequate cost evaluations.

since four-wheel drive vehicles are substantially more expensive, the depan-
ment should establish procedures to ensure that this option is only obtained
when fully justified. Furthermore, steps should be taken to reduce the fleet size
by 13 vehicles to improve overall utilization. Upon implementation of this

roposal, the annual saving to be realized by the state is estimated at approxi-
mately $5,700 based on current operating costs while the one-time income
should amount to about $1 1,700.

131. Formulate a land utilization program.

The department has approximately 120,000 acres of land under its control.
While is is primarily utilized to provide recreation and help propagate wildlife,
other beneficial uses are possible, primarily cattle grazing and farming.

A program should be implemented to monitor land resources to maximize

opportunities for additional uses. This will increase revenues to support other
department activities. .
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132. Increase rents for department housing.

in some areas, the department must provide housing for its employees because
none exists. The rents are extremely low. To help defray maintenance expendi-
tures, these charges should be increased to a level comparable to that set by the
U.S. Forest Service for its housing facilities. The additional annual income is
estimated at $19,500. :

Department of Parks
and Recreation

The Department of Parks and Recreation was created by legislative action in
1972. It is responsible for administering all state-owned recreation areas.

The Director of Parks and Recreation is the department's chief administrative

- officer. Policies are established by a six-member, bi-partisan board appointed by

the Governor for staggered six-year terms. There are approximately 112 full-time
employees in this agency while its fiscal 1980 appropriation amounts to about
$8.4-million.

Organizationally, the department consists of the Bureau of Administrative Ser-
vices, the Division of Parks and the Division of Recreation. Objectives include
the development of a comprehensive outdoor recreation plan and preservation
of the state’s natural resources. During 1978, state parks had more than 2.1-
million visitors. ‘

The department is doing a creditable job in most areas although there appears to
be an inordinate amount of supervisors assigned to planning functions within the
Division of Recreation. in some instances, fees are outdated or nonexistent.
Vehicle utilization also requires improvement.

133.  Reorganize and structure the Department of Parks and Recreation along
functional lines,

Under the current organization structure, activities are carried out by two di-
visions — Parks and Recreation — with certain support functions provided by
the Bureau of Administrative Services. This resuits in a good dea! of functional
duplication, particularly in the planning area.

To improve overall efficiency, the department should be restructured as shown in
the chart to the right. Under this approach, all planning functions would be
centralized into a single division reporting to the director. The Division of
Administrative Services would also report to the director and would coordinate
support functions for the department. Operational and field activities would be
consolidated into a third division under the deputy. :

Implementation would require the addition of two park planner positions to
reduce outside consulting requirements. However, the elimination of two bu-
reau chiefs and two administrators would result in a net annual saving of
approximately $73,200.
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134. Incorporate Lava Hot Springs Park into the department.

This park is administered by a three-member board and operates entirely outside
the jurisdiction of the Department of Parks and Recreation. There is no reason for
this facility to report differently than other parks and it should be incorporated
within the department. Implementation will provide an annual saving of $1,400
through elimination of the board.

135. Establish day-use charges at state parks.

Most parks charge an entrance feeto help fund recreational programs. However,
users of Idaho facilities are not charged unless they stay overnight. During 1978,
§9.7% of the visitors did not stay the night. Given the increasing cost of maintain-
ing and improving recreational facilities, the Parks and Recreation Board should
establish an entrance fee of $1 per car or $10 per year for residents. The net
annual income is estimated at $331,000 based on current use. There wouldbe a
one-time cost of about $21,000 to construct collection booths.

136. Reduce the number of vehicles assigned to the south region.

Mileage records of vehicles assigned to the department’s south region indicate a
substantial underutilization. Some cars accumulated as few as 200 miles per
year during 1978. Establishing a standard of 8,000 miles per year would resultin
elimination of 13 vehicles and reallocation of other surplus equipment to areas
which can provide better utilization. The annual saving is estimated at $12,200
for maintenance and insurance expenses. There would also be a one-time cost
avoidance of $26,200 by reducing the number of vehicles scheduled for re-
placement in fiscal 1980 from nine to three. '

137. Increase residential rents.

Key personnel are provided with housing at the various state parks. However,
rents for these residential units are extremely low even in comparison with other
government housing charges. To help offset growing maintenance costs, the
average monthly rent of $50 should be increased to $100. The annual income
would amount to an additional $13,100.
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Department of Lands

The department was established in 1895 to manage more than 3.6-million acres
of land granted to the state by the federal government. its primary objective js to
maximize the income generated from these endowment properiies jp ways
consistent with their protection .and revitalization.

The State Board of Land Commissioners was established by Idaho's constitution
to provide governance for the department. Members include the Governor,
Secretary of State, State Auditor, Attorney General and Superintendent of Public
Instruction. The board is empowered to appoint a Director of Lands to handle
day-to-day supervision of department activities. Income from state lands under
the department’s control is placed in the State Endowment Fund which is used for
education expenditures,

At present, the department administers approximately 54,000 acres of cropland
and more than 2-million acres of grazing land, incl uding some 600,000 acres of
commercial forests. Organizationally, it consists of three divisions: Forest Re.
sources, Lands and Range and Earth Resources. Authorized staff number 233
positions while the fiscal 1980 appropriation is-about $11-million.

The department has been reasonably successful in managing the lands under its
control. However, there appears to be a need to increase timber cutting and to
trade certain properties to obtain more manageable blocks. Improvements are
also passible in the overall organization structure and the department’s vehicle
management practices, ‘

138. Restructure the Department of Lands.

- The Department of Lands is organized around the natural resources it is respon-

sible for and consists of three divisions: Forest Resources, Lands and Range and
Earth Resources. Each division has two to three bureaus to carry out various
activities. There are also eight supervisory areas or field offices located through-
out the state,

The major problem with this structure is that the supervisory areas share field
responsibilities with the bureaus, but there is no clear line of responsibility. Asa
result, efforts are duplicated in some areas and the department has become
overstaffed with mid-management personnel.

To improve overall efficiency, the department should be restructured as indi-
cated by the chart shown to the right. Under this concept, the Director of Lands -
would supervise three staff areas and divisions. Administrative functions —
Personnel, Purchasing and Accounting — would be placed under the Controller.
Mines and Geology — currently a bureau in the Division of Earth Resources —
would become a staff research section since it is located at the University of
Idaho. The remaining support functions would be consolidated into a new unit,
Technical Services,. '

The proposed divisions would provide the field offices with policy and pro-
cedural guidance as well as planning, research and leasing support. The Division
of Lands would consist of two bureaus: Lands and Range Management, Bureaus

within the Division of Earth Resources would include Navigable Waters and
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Mineral Leases while the Division of Forest Resources would encompass Timber
Management and Private Forestry.

All field activities would be placed under the department’s assistant director. In
addition to the eight supervisory areas, this would include Fire Protection, -
formerly within the Division of Forest Resources, and Engineering, also a field
activity. Under this concept, the operational aspects of all department programs
would be decentralized and made a responsibility of the area supervisors.
implementation would eliminate the need for six management positions includ-
ing the deputy assistant director, resulting in an annual saving of $189,500.

139. Increase fimber sales.

The Division of Forest Resources harvested only 141-million board feet of timber
in fiscal 1978, although the allowable limit was 157-million, Division personnel
indicate that 200-million board feet could be sold annually without loss of
long-term yield. This would also help improve the overal!l health of the forest
lands by allowing more room for new growth,

The director should authorize a study to cover the various aspects of increasing

the annual harvest to 200-million board feet. Implementation will require a staff
addition of three foresters and a clerk plus four temporary support employees.
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The projected net increase in revenue would amount to $4.98-million, Supple.
mental benefits would be realized by the private sector in terms of increaged
employment opportunities, particularly in the utilization of now idle mill Capac.
ity in the state. ' :

140. Evaluate vehicle records annually.

Vehicle records are kept in both division and area offices. As a result, there 5 no
centralized control to monitor usage, maintenance costs and replacement
needs. To ensure optimum return from vehicle expenditures, division and area
offices should be required to provide annual summaries of vehicle utilization
including mileage and maintenance costs. Data could then be evaluated by
appropriate individuals in the department’s main offices. implementation would
help highlight underutilized vehicles or those which are excessively expensive
to maintain,

Department of Water Resources

This department administers the state’s water laws and is responsibie for control-
ling and encouraging the orderly use and development of its water resources,

An eight-member board is charged with the formulation and implementation of a
state water plan. It also serves as a policymaking body to which decisions of the
department’s director may be appealed. The Director of Water Resources s
appointed by the Governor for a term of four years with administrative activities
delegated to a deputy. The authorized staff includes 99 full-time positions while
the fiscal 1980 appropriation amounts to $2.7-million. ‘

Basically, there are three divisions in the department: Resources Administration,
Resources Analysis and Management and Support. Resources Administration
has two bureaus: Operations and Regional Offices. Resources Analysis also has
two bureaus: Technical Services and Project Studies. Management and Support
consists of three sections: Interstate Programs, Fiscal and Personnel.

The department is staffed with a large group of highly trained technical person-
nel. However, there appears to be an excessive number of managers in the

- current organization.

141. Reorganize the Départment of Water Resources,

The current structure contains unnecessary levels of management which were
created to attract specific types of technical expertise. Organizationally, it con-
sists of two operating divisions and an administrative area — Management and
Support. Based on their 1980 goals, the two bureaus in the Resources Adminis-
tration Division have similar responsibilities. The bureaus in Resources Analysis
— Technical Services and Project Studies — both provide technical expertise,
but in separate areas. In addition, the present management structure includes the
director, a deputy, two division administrators and four bureau chiefs. This is
clearly excessive in comparison to most industry operations, '

To clarify areas of responsibility, the department should be restructured as

~ illustrated by the chart at right. Under this concept, a new position of Controller
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would be established to head the administrative activities now under the Man-
agement and Support Division. Jechnical Services and Project Studies wouid
become independent staff units reporting to the director. The department attor-
ney would also be retained in a staff capacity. However, the Resources Adminis-
tration Division would be abolished. Finally, the Operations and Regional Office
Bureaus would be combined, reporting to the department’s deputy as Regional
Offices. This would eliminate the need for both bureau chiefs and the division
administrator. The net annual saving, after subtracting the cost of the proposed
Controller’s position, would amount to $118,200.

142. Revise staffing levels in the Economics Section.

While water research and planning are an important consideration in the state, it
appears that the Economics Section in the Management and Support Division
partially duplicates work performed by the Department of Employment and the
state universities. At present, it has a staff of six to develop feasibility studies on
proposed water resource projects. By using available data from the Department
of Employment and the university, it should be possible to reduce the staff to
three positions for an annual saving of $72,200. '

Transportation Department

This department is responsible for approximately 5,000 miles of roads in the state
as well as certain air and rail transportation functions. Italso has governance over
highway safety activities.

The depariment is headed by a bi-partisan board whose three members are
appointed from districts designated by the Legislature and who serve on a
part-time basis. The board appoints a Director of Transportation to handie daily
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administration of department activities. The fiscal 1980 appropriation amounts
to more than $130-million including $67-million in federal and $2.8-million in
local monies. The staff includes some 1,500 full-time employees, Organization,
ally, the department consists of: '

O Director’s Staff: Supervises the legal, internal audit and Operations’
analysis personnel. '

C Division of Highways: Responsible for state highway operations and
district activities.

O Aeronautics and Public Transportation: Duties include development of 4
statewide aviation system and improved public transportation facilities,

Tl Management and Planning; Develops the department's management in.
formation systems as well as inventories of local road .conditions,

O Administration: Responsible for budgeting, accounting, puréhasing and
various support activities,

O Inter/Intra Department Services: Provides goods and services to other state
agencies as required.,

Overall, the department is fulfilling its mandate effectively. However, major
recommendations have been prepared to change the emphasis in the areas of
project planning and utilization of data processing resources. In addition, insuf-
ficient information is available to inventory properties under the department’s
control. This makes it difficult to identify appropriate utilization or disposition.

143. Improve evaluation techniques for proposed projects.

A potential construction project may be recommended for investigation by a
number of sources ranging from the district offices to the Transportation Board.
However, at present planning and operating levels, the department has a project
backlog of approximately 10 years and it is doubtful that most of these will ever

be completed. Thus, the majority of investigatory work done to place new

undertakings into the backlog is clearly nonproductive.

To remedy this situation, the Administrator of Highways and the Chief of High-
way Development should establish a more efficient system to evaluate, au-
thorize and set priorities for potential projects. Under this approach, districts
would be provided with funding and technical guidelines for suggesting new
work and a review of potential projects would be made to determine their
importance as well as estimated funding and staff requirements.

Preliminary studies related to proposed projects would only be authorized in a
six-year planning cycle if funding and other resources would be available within

work would eliminate the need for 41 department positions for an annual saving
of $807,200.

144. Upgrade the department’s data processing operations.

The present data processing operation is the resuit of many years of uncontrolled
growth, resulting in.duplicative systems and inefficient use of overall resources.
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This is particularly true with respect to existing financial applications. In addi-
tion, the maintenance required for older programs is excessive, limiting the
department’s ability to develop new systems. Although work is underway on
three major applications, no one individual in the cument operation has suffi-
cient expertise or authority to properly control their development.

To remedy this and ensure cost-effective data processing resources, the following
steps should be taken:

(1 Obtain a qualified data processing administrator to assume complete
responsibility for department systems, operations and equipment. This
individual should work with a technical steering committee to identify
existing needs and resources. )

O Formulate and develop an effective plan to implement the new systems
now under development either by adding staff or contracting for outside
programmer services.

0 Determine if equipment upgrades will be necessary once better applica-
tions are available. - ' :

O Coordinate all consulting contracts to ensure that proper phase-in periods
are provided.

Implementation would enable the department to develop its data processing
activity into a viable, efficient organization. By completing the systems work
now in progress on a more timely basis, the department should be able to control
overall personnel and equipment costs for a substantial annual saving. However,
no specific benefit is being claimed.

145. Inventory the department’s real property assets.

The department does not have a current inventory of the property under its
control. Thus, it has no way of determining surplus assets not required for
operational purposes which could be sold to generate income. Therefore, the
department should initiate a high priority program to have field personnel
inventory property holdings during stack periods so that surplus can be returned
to the tax rofls.

146. Transfer two analysts to the Personnel Commission.

The department employs two classification analysts to handle certain personnel
functions. However, their work must eventually be reviewed by the Personnel
Commission. To improve the overall effectiveness of this activity, both analysts
should be transferred to that commission.

Division of Highways

This division plans, designs and manages construction or maintenance projects
related to state highways for the Transportation Department. The administrator is
the chief operating officer in the division which employs the equivalent of 1,370
full-time people. The fiscal 1980 appropriation amounts to almost $44.3-
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million. The division is also responsible for administering an additional sy, of

$75-million which has been allocated to right-of-way acquisitiong and
construction/maintenance contracts.

The division is organized into the Bureau of H ighway Development, the Bureay
of Highway Operations and six district offices. Highway Development s respon.
sible for environmental and corridor planning, roadway design, right-of-way
activities as well as local road and bridge design functions. Highway Operations
encompasses traffic, materials, maintenance, construction and Operations map.
agement systems. Except for bridge design, each district office is responsible for
the design, construction and maintenance work associated with the portion of
the state’s highway network within its designated area.

Although organized on a decentralized basis, the division suffers from overlap.
ping responsibilities due to poor delegation of authority. In addition, little effort
has been made to effectively control its inventory levels.

147.  Restructure the division to eliminate duplications.

The Division of Highways consists of two bureaus, a staff function — Highway
Safety — and six districts, all reporting to the administrator. One of the bureaus,
Highway Development, encompasses five technical functions: environmental
and corridor planning, roadway design, right-of-way, local roads and bridge
design. Highway Operations, the other bureau, provides administrative support
and supervisory capabilities in the areas of construction, maintenance, materi-
als, traffic and management systems. However, the bureau chief has no direct
supervisory relationship with the districts. In addition, each local office has its

- own staffto carry out construction, maintenance, materials and traffic functions.

This overlap in responsibilities, combined with a lack of designated respon-
sibilities, has created a cumbersome, inefficient organization.

In order to improve current operations, the division should be restructured as
indicated by the organization chart illustrated below. As shown, Highway De-
velopment would retain its current responsibilities. However, Highway Opera-
tions would be reorganized to encompass two functional areas of operational
support and district offices in order to eliminate current duplications.

Under this approach, all staff and policy activities would be consolidated as an
“operational support” functionlto assist the district organizations, Central posi-
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tions which dup!icate those already in place in the field would be eliminated. In
addition, Highway Safety would become a fine unit responsible for traffic

- functions currently assigned to Highway Operations. Implementation would

reduce staff requirements by a total of 15 positions in the construction, mainte-
nance and traffic areas for an annual saving of $256,500.

148. Set realistic inventories for the materials reserve program.

The Division of Highways has established a program to purchase a 20-year
supply of source material sites during the next seven years. The estimated cost is
about $3.6-million. Since the Transportation Department has only marginal
ability to project its requirements beyond five or six years, this program appears
unwarranted. In addition, technological changes could impact substantially on
the types of source materials used in road construction. The program should be
limited to five-year levels and only instituted when specific projects demand
opening a new source. The annual cost avoidance is estimated at $150,000.

149, Phase out positions associated with implementation of the Highway
Beautification Act. .

Implementation of the Highway Beautification Act’s provisions has essentially
been completed in idaho. To accomplish this, nine people in the Right-of-Way
Section were assigned to the program. At the current level of activity, eight of
these positions should be eliminated immediately and the ninth by 1980. The
annual saving would amount to $166,200.

Division of Aeronautics
and Public Transportation

The mission of this division is to supervise aeronautical activities and public
transportation modes within the state in order to encourage their development. It
is headed by an administrator who supervises a staff of 15. The fiscal 1980
appropriation includes about $916,000 for aeronautical programs and some
$800,000 for public transportation.

The division operates 31 airports in wilderness areas for recreational and emer-
gency purposes. it also participates in a joint program with federal and municipal
agencies to pay for the development of municipal airports. The federal govern-
ment supplies 83% of the funding and the remainder is split between the state
and municipalities.

Overall, this division operates efficiently although aircraft utilization is not
cost-effective. In addition, its fee structure is outdated and no longer reflects the
cost of providing services.

150. Improve utilization of aircraft resources.

According to the division’s 1978 records, the rate of overall use made of the two
planes designated as transportation for state employees was uneconomical in
comparison 1o available commercial transportation. It is recognized that one of
the aircraft is frequently used by the Governor and his staff. This plane is not
pressurized and may not meet the best performance or safety criteria.
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A study should be undertaken to determine the most effective approach tq
executive transportation. Because he is the chief executive officer of the state,
major considerations would include optimum use of the Governor’s time as wel|
as his need for safe, readily available air transport to isolated areas. Possible
alternatives to be evaluated on a cost/benefit basis should encompass lease,
rental or ownership of a suitable aircraft for use by the Governor and other
individuals as appropriate. . :

151. -Revise division fees.

Governing legislation sets the fee for pilot registrations at $2. This is not sufficient
to cover processing costs. In addition, a $100 ceiling is placed on aircraft fees. To
provide more adequate returns, the schedule should be revised to eliminate the
$100 limit on aircraft and to raise the pilot’s registration fee to $6. The additional
annual income to be realized by the state is estimated at approximately $20,000,

Bureau of Management and Planning

- The Bureau of Management and Planning is responsible for gathering and

interpreting data on the state’s transportation systems. Among its many activities,
the bureau recommends new construction when needed and coordinates activi- -
ties with local, state and federal planning agencies.

The Chief of Management and Planning supervises a staff of 93 and has a fiscal
1980 appropriation for bureau operations of afmost $3.8-million., Organization-
ally, the bureau consists of the following sections:

O Planning: Maintains a current inventory of the physical status of approxi-
mately 5,000 miles of state highways. Data are used to prepare a six-year
schedule for construction. ‘ :

0 Resource Planning: Schedules construction projects under the six-year
program and analyzes forecasts of available funds.

2 Data Processing: Operates and maintains the department’s data processing
system. Currently, this consists of a central processing unit, six district
mini-computers and various on-line terminals in the main office.

0 Research: Conducts research studies related to state and federal transporta-
tion activities,

The management information systems used by the Planning Section provide
substantial amounts of technical data. However, a good deal of this information
is not used because of a lack of funding for related projects.

152, Cancel additional highway testing activities.

The department has ordered an additional piece of highway equipment which
will be used to supplement the machine it now has for analyzing pavement

stability. Each is capable of testing 1,000 miles of highway on an annual basis.
 The usefulness of such large amounts of data is questionable since the resources

for evaluating such information are limited.
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By establishing appropriate testing priorities, the department could cancel plans -
for acquiring the new equipment and hiring qualified operators. The one-time
cost avoidance would be $22,100 while the annual benefit would be $40,500.

Bureau of Administration

The Bureau of Administration provides various support functions for the Trans-

_ portation Department. These include personnel administration, procurement

services, public information, clerical support and affirmative action programs.

The bureau is headed by a chief who supervises a staff of 86. The fiscal 1980
appropriation amounts to approximately $2.6-million. Organizationally, the
bureau includes the following sections: Personnel, Financial Control, Public
Information, General Services and Procurement and Materials Management.
There is also a coordinator to handle civil rights and affirmative action functions
for the bureau. '

The bureau performs satisfactorily in the areas of personnel administration and
public information. However, improvements are needed in the Procurement and
Materials Management Section. In addition, custodial costs incurred through the
General Services Section appear excessive.

153. Realign staff responsibilities in the Procurement and Materials Man-
agement Section.

This section coordinates the department’s procurement and warehousing activi-
ties. The manager is personally involved in processing paperwork related to both
the central warehouse and district operations. He also supervises the computer-
ized inventory system. The purchasing officer functions as the manager’s assis-
tant in these areas and is also involved in the receipt and distribution of materials.
Because of these many activities, certain functions vital to department efficiency
are being neglected. '

o remedy this situation, the manager should limit himself to overall direction of
material and supply functions including implementation of an effective compu-
terized inventory system. This would involve delegating all routine paperwork to
appropriate individuals. The purchasing officer's functions should be restricted
to the procurement activities prescribed by state code and department regula-
tions. This individual would then be responsible for the flow of paper to and from
the districts, Division of Purchasing, State Auditor and the Financial Control
Section in the Transportation Department.

Implementation will permit the manager to devote more time to the develop-
ment of the accounts payable portion of the proposed financial control system. In
addition, more management emphasis on inventory analysis could result in
substantial reductions in the department’s current $2-million to $3-million
materials inventory.

i54. Eliminate the central warehouse.

The central warehouse was established to store items commonly used by the
Transporation Department’s districts. However, most commodities are routinely
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shipped direct. As a result, the current inventory at this facility duplicates Many
items kept at the district warehouses. -

Closing it and assigning some functions to the local district would in no way
adversely affect department operations. Elimination of the central warehousag -
would provide an annual saving of $58,700 based on current costs and reduce
current inventories by $200,000 to $300,000.

155. Contract for custodial and grounds maintenance services.

The equivalent of 18 full-time employees are utilized by the General Services
Section to provide custodial and grounds maintenance services. They are re-
sponsible for some 116,000 square feet of space. Based on recent cost comparj-
sons, the department should eliminate this internal function and contract for
necessary services. The annual saving to be realized would amount to approxi-
mately $111,000.

Department of Corrections

The Department of Corrections is responsible for the custody, care and rehabilj-
tation of convicted criminals who have been sentenced to the state prison.

The department operates under the guidance of a Board of Corrections. its three
members are appointed by the Governor, subject to Senate confirmation. The
board appoints the Director of Corrections as well as a five-member commission
for Pardons and Paroles. The fiscal 1980 appropriation amounts to almost
$7.8-million while total staff consists of 306 positions.

In 1978, the department received 718 inmates and processed 684 releases. The
total prison population is 832 including the minimum security facility at Cotton-
wood. Some 7,500 paroles and probations were also handled during 1978.

New department management has made substantial progress in creating an
efficient operation although expanded prison facilities must eventually be
provided to relieve currently overcrowded conditions. Certain changes in regard
to the prison industries program and farm operations as well as work release
activities would benefit the department. ' ‘

156. Expand the work release program.

The population atthe state prison is increasing at an annual rate of 6%, enough to
require the construction of new cell blocks every two years at an estimated
biennial cost of $4.7-million. Even if this were done, the state prison would
remain overcrowded.

A solution under study by the Board of Corrections is to establish community-
based work release programs, a concept now used in a third of the country’s
prisons. If this approach is adopted, centers could be established in each of the
state’s seven judicial districts to serve a combined total of 350 persons.

Each of the facilities would be supervised by correctional officers and coun-
selors. inmates would work in the community and live at the center. Their
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incomes would be managed by the department to provide support for their
families, restitution to victims and payment of center expenses.

Nationwide statistics including a recent study by Ohio State University indicate
that recidivism among former “halfway house” residents is lower than rates for
offenders released directly from penal institutions. Based on current costs of
confinement per inmate, implementation of a seven-center work release pro-
gram would provide a net annual saving of $324,600 if each facility could
accommodate 30 persons,

157. Transfer responsibility for prison farm operations.

All prison industry programs are required to be self-supporting. However, the

farm operations are not included in the Industries Division. Instead, these

activities have been placed within the Management Services Division where
" they receive state subsidies.

Steps should be taken to transfer the farm operations to the Industries Division so
that they can be placed on a self-supporting basis. The annual saving is estimated
at $130,000.

158. Sell surplus milk to other state institutions,

The prison dairy operation now sells its surplus milk to a dairymen’s cooperative.
However, the price is substantially lower than that paid by other state institutions
when they purchase milk supplies. Therefore, the Department of Corrections
could increase its annual revenues by selling milk surpluses to these facilities. A
one-time expenditure of $27,000 would be required for packaging equipment,
but the additional annuzal income is estimated at $61,200.

159. Eliminate the Industries Commission.

Under governing legislation, the state’s prison industries program is supervised
by an Industries Commission. The members are the same people who serve on
the Board of Corrections. Such organizational redundancy is inefficient and the
Correctional Industries Act should be amended to eliminate this commission.

160. Create an Industrial Advisory Board to help improve the state’s prison
industry program.

Members of the Board of Corrections are not necessarily familiar with the
operation of industrial enterprises. Areas such as marketing, equipment acquisi-
tions, profit margins and the like require technical experience. Creation of an
advisory board composed of volunteers from the private sector could help
substantially in board efforts to improve the profitability of the state’s prison
industries program.

Department of Law Enforcement

The Department of Law Enforcement was established as a section of the State
Constabulary in 1919, Legislation creating the current organization was enacted
in 1933 although the structure was substantially revised in 1974 to consolidate
various law enforcement and regulatory functions.
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The department is administered by the Director of Law Enforcement who j
appointed by the Governor and serves at his pleasure. Specific duties ar; ,
assigned by the Legislature although additional responsibilities may be designa.
ted by the Governor. The director has complete authority to enforce al| penal anq
regulatory laws of the state.

Currently, the department functions with a staff of 589 full-time employees and 5
fiscal 1980 appropriation of almost $14.3-million. Organizationally, it COonsists
of six divisions: Administrative Services, Police Services, State Police, Motor
Vehicle, Weigh Station and Legal.

The department has made considerable progress in the past few years in jts
development as a professional law enforcement agency. However, the current
span of control is too broad for effective management of the various activities
within the organization, '

161. Reduce the current span of control.

A total of 13 supervisors plus various boards and administrative personnel report
to the Director of Law Enforcement. This is too great a span of control for effective
management and should be reduced. To accomplish this, the Controller should
assume responsibility for supervising the various sections within Administra-
tive Services. In addition, three divisions — Police Services, State Police and
Weigh Station — would report to the Superintendent of State Police. The Motor
Vehicle Division would remain intact, but Legal would become a staff activity
along with Information and Grant Administration. This would reduce the major
operating areas to three to improve overall efficiency, management control and
communications,

Administrative Services Division

The Administrative Services Division is responsible for a number of support
activities required by the department. These include fiscal and accounting,
procurement, data processing, personnel and training functions. It is headed by
an administrator who supervises a staff of about 20 full-time employees. The
fiscal 1980 appropriation amounts to almost $559,000 excluding monies re-
quired for data processing and training activities.

The division’s Data Processing Section has 13 employees and a fiscal 1980
appropriation of $434,500. It is responsible for providing accurate technical
methods for the processing of various motor vehicle and law enforcement
records. The Training Section was created in 1978 to provide specialized instruc-
tion for officers in various divisions. it is being funded by a three-year phase-in
grant from the Law Enforcement Planning Cormmission.

During the start-up period, operational expenses other than salaries are funded
on a 90% federal, 10% state basis. Personnel costs are also federally funded, but
on a sliding scale of 75% the first year, 50% the second and 25% the third.

Certain procedural changes are needed to improve the overall efficiency of this

division. Areas requiring attention include non-job related training, vehicle
management reports and central supply inventory records.
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162. Restrict training to job-related instruction.

The Training Section was established to provide specialized instruction to de-
partment personnel in job-related areas. However, certain programs have been
offered which do not relate to department responsibilities. The expense as-
sociated with these activities during the normal work day are unwarranted. If
such instruction is continued, it should be offered on a volunteer basis after
regular working hours.

163. Provide management reports on vehicle usage.

Except for records maintained on cars assigned to the State Police Division, no
reports are prepared to track utilization of department vehicles. Such data are
essential for appropriate control of this resource. The automated record systems
used by either the Transportation Department or the Department of Fish and
Game could be modified to meet this need.

164. Automate the central inventory records.

The department’s central supply area has an inventory of some 3,000 items
valued at approximately $500,000. All related records are maintained manually,
resulting in untimely data and inaccuracies. To improve overali control, these
records should be autormnated, utilizing a system already available in the Trans-
portation Depariment,

Police Services Division

This division provides identification and investigation services for the depart-
ment. it is headed by an Administrator of Police Services and has a total staff of
40. The fiscal 1980 appropriation for the Police Services Division amounts to
approximately $2.5-million.

Organizationally, the division includes three bureaus: Criminal Identification,
Investigation and Medicaid Fraud. The Criminal Identification Bureau functions
as an information center for all law enforcement agencies in the state. The
Investigations Bureau cooperates in a concerted effort to enforce the liquor, beer
and wine penal code throughout the state. It also conducts general criminal
investigations and provides polygraph examinations. The Medicaid Fraud Bu-
reau is responsible for specialized investigations and receives 90% of its funding
from the federal government.

In general, the division is fulfilling its responsibilities effectively. However,
certain enforcement activities appear unduly restrictive.

165. Revise selected provisions of the liquor code.

Under current state laws, bartenders must have a permit which cannot be issued
to persons with felony convictions. Enforcement is a responsibility of the Investi-
gations Bureau. In addition, prices of all alcoholic beverages must be filed
monthly with the bureau which must also review all liquor advertising and
promotional materials. These regulations were enacted in the early 1900s and
their enforcement does not represent a productive use of bureau investigative
resburces. All three provisions should be repealed.

77




Recommendations

State Police Division

The State Police Division is responsible for maintaining an efficient movement of
traffic and enforcing related laws in the state. Services are provided through six
districts which employ about 70% of the total work force. The balance operate
from their homes or local sheriffs’ offices in smaller communities.

Administrative personnel for the division consist of the Superintendent of State
Police, a major, three captains, a lieutenant, an administrative assistant and three
clerical workers. Members of the command staff include six lieutenants and 18
sergeants. Remaining field personnel encompass 177 corporals and troopers ag
well as six clerical workers. The division's appropriation for fiscal 1980 amounts
to almost $5-million. : .

This division is effectively managed and well able to carry outits responsibilities,
However, some improvements could be made in regard to fleet replacements
and maintenance., :

166. Develop a planned maintenance program.

- The State Police Division has a fleet of 177 cars. However, there is no regular

maintenance program for these vehicles. The bulk of the work is done at local
service stations or by auto dealers at the discretion of the driver,

A program should be developed to ensure regular maintenance of division cars
with consideration given to using the strategically located facilities operated by
the Transportation Department. Regular reports should be provided on each car
to establish an accurate basis for a preventive maintenance and vehicle
replacement program. 3

167. Replace division vehicles more often.

Division patrol cars are normally not replaced until mileage exceeds 75,000.
Compared to replacement policies in other state police organizations, this
approach is more costly and represents an occupational hazard to the drivers. A
study of other states’ policies should be undertaken as a basis for appropriate
revision of the replacement program in idaho. ‘ :

Motor Vehicle Division

Division personnel maintain records of operators’ licenses, vehicle registrations
and titles required by state law, issuing these documents in cooperation with 44
county assessors and sheriffs. They also collect taxes from commercial users of
state highways and correlate their activities with those of the State Police and
Weigh Station Divisions. The unit is headed by a director who supervises 126
employees. The fiscal 1980 appropriation amounts to almost $1.7-million.
Organizationally, the division consists of the following:

0O Motor Carrier Bureau: Registers commercial and farm vehicles over a
certain weight which travel in Idaho:
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O Driver Service Bureau: Processes motor vehicle accident reports and main-
tains records on license suspensions.

O Vehicle Title Section: Issues certificates of title for motor vehicles owned
and operated by state residents. -

O Vehicle Registration Section: Maintains central files of all registered vehi-
cles including motorcycles, boats, house trailers and the like.

0O Operators Licensing Section; Keeps centralized records on all licensed
drivers in the state,

This division is performing as efficiently as possible given the lack of data
processing capabilities 1o handle its enormous paperwork requirements. Fee
schedules no longer reflect actual service costs and some staffing revisions are
also necessary.

168. Simplify the fuel and mileage tax structure.

Tax rates for commercial carriers are based on 45 incremental weight levels and
statements must be filed quarterly for each vehicle operating in the state. This
creates an extraordinary amount of detailed information which must be entered,
checked, extended, posted and audited by division personnel.

Reducing the number of gradations from 45 to nine would eliminate computa-
tional errors and provide substantial additional revenue. The increase in annual
income is estimated at $810,000 based on revenue estimates for fiscal 1979.
169. Update division fee schedules.

Charges for issuing motor vehicle titles have not been revised since 1949. A cost
study should be undertaken to determine if the revenues generated are sufficient
to cover operating costs. Fees for trailer licenses and renewals are definitely
below processing expenditures and should be increased accordingly.

To help defray expenses, the current annual charge of $2 should be raised to $10
with license renewals required only every three years. The annual income would
amount to $48,000.

170. Computerize additional functions in the Motor Vehicle Division.
Paper handling is a major activity in the bureau and requires a substantial
number of clerical personnel. Much of the present work load could be elimi-
nated by computerizing existing manual activities.
Steps should be taken to automate those functions with the greatest potential
for enhancing revenue collections or reducing clerical requirements. These
would include:

O Mileage and fuel tax returns.

O Observaticn reports.

O Registrations for noncommercial vehicles and all vehicle titles.

O Fuel bonds.
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The major benefit of computerizing these activities would be to improve the
division’s ability to audit carriers more closely and increase annual revenye
collections. The one-time cost of implementation is estimated at $625,800 while
annual expenditures would amount to $65,800. Although no specific claim has
been made, these costs should be more than offset by potential income increases
and operational savings. ‘

171. Simplify the division’s reporting structure.

The division is currently organized into two bureaus and three sections. This isap

excessively complex reporting structure given the similarity of functions per-

formed. To simplify reporting relationships and improve service coordination,

the division should be restructured into three bureaus. All commercial vehicles

would be handled by the Motor Carrier Bureau. Rehabilitation and safety

functions would be consclidated within Driver Services while the Licensing -
Bureau would handle titles, registrations and drivers’ licenses. No reductions in

staff are anticipated. : ‘

172. Do not fill present vacancies.:

A staff of four tax examiners is authorized within the Motor Carrier Bureau. They
are responsible for auditing carrier records to ensure that mileage and weight
reports are accurate, Evidence indicates that in-house checks performed by the
division’s bond clerk are more effective in identifying additional tax revenues
due the state. A review of quarterly records from 1978 through the first three
months of 1979 indicated that the clerk was responsible for 87% of the fund
recoveries made.

At present, three of the tax examining positions are vacant. These should not be
filled. The remaining staff member should be utilized to establish better in-house
records. The annual cost avoidance is estimated at $49,500.

Weigh Station Division

The Weigh Station Division enforces state laws which apply to corhmercial
carriers operating trucks on public roads. The division's director supervises a staff
of 85 persons who operate a central office, eight permanent weigh stations, six
satellite facilities and seven mobile units. The fiscal 1980 appropriation for the
division amounts to over $1.6-million, ,

Personnel check trucks for proper weight and licensing at the stations, issue
permits as required and collect highway user revenues in the form of registration
fees, mileage and fuel taxes and permit charges. The annual income averages
about $2.3-million in fines and permit sales. Because of reciprocity agreements
with other states, highway user fees are paid on the basis of miles traveled in

- Idaho compared to total mileage. Applicable taxes are also assessed on miles

traveled in Idaho so that evidence of the carrier’s route within the state is
important. Documentation is provided by observation reports prepared at the
weigh stations. These are later used in audits by the Motor Vehicle Division.

The division is handicapped in meeting its responsibilities by a lack of physical
and personnel resources. Coverage of truck traffic is inadequate because of the
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ability of local carriers to bypass permanent weigh stations, Despite the prob-
lems, Weigh Station Division employees are doing a good job of enforcement
and revenue collection.

173. Establish an agreement with the State of Oregon as part of a stronger
enforcement program.

There is no official port of entry in the southwest sector of Idaho. The absence of a
control point in this area makes the state unable to collect highway use taxes
from truck traffic eastbound from Oregon. This results in substantial losses of
revenues to ldaho.

To enable the Weigh Station Division to uniformly enforce existing laws, the state
should negotiate an agreement with Oregon to construct a facility at Farewell
Bend to use as an official contro! point for truck traffic entering or leaving Idaho.
Placement of controls in Oregon would greatly reduce opportunities for un-
monitored truck traffic into Idaho. The one-time cost to Idaho is estimated at
$184,000. The net increase in annual income could amount to $108,000 based
on current revenues.

174. Implement the proposed weighing-in-motion program.

The present method of stationary truck weighing is time consuming and some
vehicles must be allowed to pass without 2 check to avoid excessive traffic
congestion. In addition, station officers are able to provide observation reports
on only about 40% of all truck traffic because of current volumes which are
expected to increase every year.

A test program is being conducted which would provide the division with
weighing-in-motion equipment to collect and record data needed by the Trans-
portation Department. Slight modifications would also produce the information
required by the Motor Vehicle Division for its carrier audits.

Steps should be taken to procure this equipment as rapidly as possible. Benefits
would include faster, more accurate truck checks as well as the capability to
monitor nearly 100% of existing commercial traffic. The one-time cost is
estimated at $520,000. Returns from additional tax collections should more than
offset this expense although no specific amount can be estimated.

175. Replace certain positions with clerical personnel.

A number of clerical functions such as issuing permits, collecting taxes or fees
and recording traffic patterns are being performed by division patrol officers.
Because of salary differences, it would be more cost-effective to replace some of
these positions with clerical employees to ensure appropriate utilization of
personnel resources. The proposed restaffing of 24 posts with 36 clerical posi-
tions would provide a net annual saving of $9,000. ‘

State Board of Education

The board is responsible for ali primary, secondary and higher public education
activities in the state. It has eight members, seven appointed by the Governor and
the elected State Superintendent of Public Instruction.
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Employees under the jurisdiction of the state board include approximately 4,00q
agency and university positions as well as some 16,000 school district and junior
college posts. The fiscal 1980 appropriation for public education in idaho
amounts to nearly $391-million. The following are among the major organiza.
tional elements receiving guidance from the board:

O Department of Education: Carries out policies established for the state’s
public elementary and secondary schools. It also supports local districts
with regulatory leadership and various support functions.

0 Vocational Education: Implements procedures to ensure a weli-
coordinated system of vocational education resources consistent with
labor market demands and student needs.

0 School for the Deaf and Blind: Provides educational programs for persong
up to the age of 21 who have serious sight or hearing impairments which
prevent them from attending available public schools.

[0 Vocational Rehabilitation: Helps persons overcome physical, mental or
emotional disabilities which pose barriers to employment.

(] Disability‘ Determinations Unit: Attempts to determine the medical and
" vocational eligibility of applicants for various benefit programs and refers
individuals to appropriate rehabilitation service agencies.

0 Historical Society: Collects, preserves and displays items and properties of
historical interest for the education and enjoyment of the state’s citizens,

[ State Library: Provides a system of library services through the administra-
tion of state and federal grant programs and maintains specialized facilities
for the use by individuals with unique information needs.

The board also has governance responsibilities in regard to the state’s institutions
of higher education, o

The board is doing a commendable job in meeting its responsibilities. Some
organizational improvements are possible in certain program and support areas.

176. Establish a Division of Management Services in the Department of
Education. ‘

At present, there is no effective coordination of secretarial, clerical and other
support services in the department. Each section determines its own require-
ments and there are no overall standards to measure efficiency or employee
productivity. Areas which would benefit from improved coordination include
persormel utilization, travel arrangements, mail handling, printing and general
office procedures. ‘

To remedy this situation, a Division of Management Services should be estab-
lished under an associate superintendent who would report 1o the Deputy
Superintendent of Public Instruction. Personnel would be reassigned as required
from existing positions. The division would be responsible for providing neces--
sary clerical and secretarial personnel to handle word processing, travel and
printing activities. It would also establish necessary office procedures. Duties of
the proposed Management Services Administrator would include: ‘
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[ Plan, coordinate and evaluate division activities.

[ Establish performance standards and measure;nent tools.

0 Determine requirements for classified personnel.

O Obtain special service and/or temporary employees as needed.
O Allocate personnel resources.

[ Establish priorities for support service requests.

[1 Implement centralized mail and reception services.

O Set up an efficient word processing function in a singlé location.

O Formulate a records retention policy including conversion of historical
documents to microfilm where appropriate.

O Identify appropriate equipment to satisfy word processing and dic-
tation requirements. ' '

O Provide adequate storage for audiovisual and other materials.

Implementation of this proposal would reduce current functional overlaps and
ensure more effective allocation of work. It will also enable the department to
measure and evaluate the efficiency of its support activities. Potential savings
through reductions in clerical and secretarial positions would more than offset
the cost of the proposed administrative position.

177. Use cooperative arrangements to eliminate program duplications.

In somne areas, the same vocational education programs are being offered in two
or more locations. Problems result when the school districts have inadequate
student or financial bases for these activities. Considering the expensive facilities
and skilled instructors which must be used in certain industrial and trade
courses, duplicated programs should be consolidated whenever feasible. The
Vocational Education Division could do this by developing cooperative ar-
rangements between appropriate school districts,

178. Improve the basis for determining financial need.

Information now required to determine financial need is based solely on current
income. No attempt is made 1o determine net worth as part of the criteria for
establishing eligibility for financial assistance programs. Therefore, vocational
rehabilitation forms should be revised to show total liabilities and net worth
of applicants. o

179. Consolidate the State Board of Education’s Disability Determinations’
Unit and Vocational Rehabilitation.

These two units perform functions which are so closely related, it appears some
activities are being duplicated. They are aiready housed in the same building as
its sole occupants and could be easily consolidated under a single administrator.
Implementation would reduce supervisory Costs and resultin an annual saving of
approximately $33,600,
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180. Provide a detailed analysis of current library staffing and service levelg

Funding limitations may curtail the ability of the State Library to provide S€rvices
at current levels. To prepare for this situation, a detailed analysis should be
developed to evaluate present services on a priority basis. Data shouyld also
include staffing requirements for the continuation and expansion of existing
services. This information should be provided to the Legislature and possible
service cutbacks should be identified by type and level of funding.

Department of Health and Welfare

The department is responsible for the betterment and protection of the life, health
and environment of the people of Idaho. It provides a broad range of services and
programs to achieve these goals.

Present Operatio ns  Operating procedures, program priorities and budget allocations are the respon-

' sibility of the department’s executive staff which includes the Director of Health
and Welfare, a deputy, seven division administrators and seven regional direc-
tors. Approximately 3,000 persons are employed by the department. A bi-
partisan, seven-member Board of Health and Welfare is appointed by the Gov-
ernor and approved by the Senate to act as a rulemaking body for the department
and an advisor to the director. The department’s fiscal 1980 appropriation
amounts to over $172-million.

Organizationally, the department consists of seven administrative divisions,
seven regional organizations for the delivery of human services and three re-
gional environmental service units. The department aiso oversees the adminis-
tration of four state institutions. The seven divisions include:

O Environment: Administers programs to enhance the state’s air and water
resources and protect the general public from environmental and food
health hazards. - o

O Health: Supplies a variety of preventive health services in cooperation with
district health departments and works directly with private health care
agencies to ensure the availability of adequate services.

00 Management Services: Responsible for the development of a comprehen-
sive departmentwide plan dealing with the areas of management goals and
program measurement.

01 Veterans’ Affairs: Provides care and extends financial assistance to eligible
veterans and their dependents.

O Welfare: Develops guidelines and regulations for the effective delivery of
financial and medical assistance payments as well as various social ser
vices. This division also houses the State Office of Economic Opportunity
and coordinates the delivery of its programs,

) Community Rehabilitation: Plans and coordinates programs in the areas of

alcohol or substance abuse, adult and juvenile disabilities and mental
health. This division also supervises the state’s four institutional facilities.
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O Internal Control: Provides administrative support services to the operating
units within the department. Functions include personnel, data manage-
ment, finance and budget, auditing and legal counsel.

The department’s deputy director coordinates the human services delivery pro-
grams administered through the seven regional offices while the three
environmental service regions report to the Division of Environment. Idaho aiso
has seven health districts to provide services at the local level. Each is adminis-
tered by a district board and is independent of the Department of Health and
Welfare or any other state agency.

The department is doing a good job of delivering needed services to its clients.
However, from a management standpoint, the organization suffers from over
staffing, operational inefficiencies and conflicting priorities. In addition, budget-
ing procedures do not accurately reflect personnel requirements or capital
expenditures. Although the need for timely, substantive management data has
been recognized, the development of an aggressive plan to meet requirements
has been slow. The department’s new Bureau of Management Information Sys-
tems will require concentrated long- and short-term executive support if mean-
ingful progress is to be achieved. The independent status of the local districts
results in inefficient service delivery and duplicative program efforts.

181. Consolidate the human services regions.

The department operates seven regional offices to supervise the human services
programs available to ldaho’s citizens. The current numbers of regions consti-
tutes an excessive level of administrative personnel and program supervisors
based on current work loads.

To improve overall cost-effectiveness, the Governor, in consultation with the
Board of Health and Welfare, should designate four administrative Jocations for
the department. The department would then be responsible for developing a
consolidation plan to ensure optimum efficiency in the areas of service delivery,
program management and utilization of personnel and operational resources.
There would be no reduction in the level of client services and all existing centers
and field offices would remain in operation. Implementation of this proposal is
expected'to provide the state with an annual saving of $587,800 based on
current costs,

182. Reorganize the depariment.

The current organization structure consists of seven administrative divisions:
Environment, Health, Veterans’ Affairs, Weliare, Community Rehabilitation,
Management Services and Internal Control. It also encompasses seven regional
offices for the delivery of human services and three regional operations involved
with environmental programs. As currently constituted, department operations
are characterized by fragmentation of program planning, duplications of effort
between the Divisions of Management Services and Internal Control and poorly
defined lines of authority. :

Other recommendations have been made to consolidate certain operational
areas, primarily the seven regional offices. However, a more comprehensive
restructuring is needed to improve overall management control and establish
appropriate areas of responsibility. The proposed organization is illustrated by
the chart shown on the following page.
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PROPOSED ORGANIZATION
DEPARTMENT OF HEALTH AND WELFARE

DIRECTOR
OFFICE OF OFFICE OF
= BUDGET AND
THE AUDI PLANNING
DEPUTY
GIRECTOR
OPERATIONS
DIVISION OF DIVISION OF DIVISION OF
ADMINISTRATION ENVIRONMENT HEALTH REGION | REGION I
WISIONOE DIVISION OF
t\’fE'll‘:RANS' L ranar - COMMUNITY REGION 1N REGION Iv
. . WELFARE
AFFAIRS REHABILITATION

Under this approach, a new Office of the Auditor would be established to report
to the Director of Health and Welfare. This.unit would be responsible for both
internal and external audits required by the department, contract reviews and
- monitoring of collection activities. Existing personnel in the department's Bureau
of Audit within the Division of Internal Control would be utilized to staff the
proposed unit,

A second office — Budget and Planning — would also report to the director. It
would have four primary responsibilities: financial management, program
analysis, development of management information systems and statistical
analyses and research related to specific programs. This office would be formed

from elements currently within the Divisions of internal Control and Manage-

ment Services, both of which would be eliminated. The research and statistics
function in the Division of Welfare would also be transferred to this office.

Five of the existing administrative divisions would be retained in the new
organization: Environment, Health, Veterans’ Affairs, Welfare and Community
Rehabilitation. They would all report to the director along with a sixth division:
Administration. This new unit would provide centralized administrative services
for the department. It would absorb various functions within Management
Services and Internal Control not assigned to either of the two proposed offices.
Regional Operations would report to the department's deputy. This position
would be responsible for supervising and coordinating all regional activities. In
addition to clarifying lines of authority, implementation of the proposed structure
will provide the state with a net annual saving which is estimated at $19,700
through revised staffing requirements.
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183. Develop a coordinated service delivery plan in cooperation with district
health departments.

The district health organizations and the department’s regions were created to
facilitate local design and coordination of human services programs. However,
there is no single plan in existence to aid in the achievement of this goal. As a
consequence, programs continue to be developed in isolation, duplicating
efforts and utilizing resources ineffectively.

The Governor should require the formulation of a coordinated service delivery
plan and budget for each of the state’s seven district/regions. Proposals should
take into consideration the impact of the recommended consolidation of the
department’s regional operations. Implementation would help eliminate current
duplication and improve overall resource utilization. -

184. Reduce the fiscal 1980 personnel allocation to reflect actual needs.

The department’s budget for fiscal 1980 included an allocation for 186 positions
which are not justified by existing work loads. In fiscal 1978 and 1979, similar
requests were made and approved. The funds were later transferred to other
areas such as capital outlays. This approach directly contradicts the purpose of
budgetary controls and must be eliminated.

The first step would be to reduce the fiscal 1980 personnel allocation in line with
actual needs. Implementation will result in an annual cost avoidance of $1.8-
million in state and $1.3-million in federal funds. Second, department positions
which remain vacant for longer than six months should be abolished in future
budget requests. Finally, budget documents must reflect actual requirements.
Capital requests should be properly identified and defended on their merits
instead of being funded through transfers of surplus operating allocations.

185. Revise the department’s personnel functions,

- Both the Personnel Commission and the department’s Bureau of Personnel are
involved in recruiting activities and position classifications. As a result, duties are
fragmented and accountabilities difficult to establish. It would be more efficiént
to consolidate all recruiting and classification responsibilities within the Person-
nel Commission. This could be accomplished by transferring the department’s
classification analysts to the commission and merging remaining bureau
functions with the Bureau of Training under a single supervisor. The annual
saving would amount to $59,000 with an annual cost avoidance of $16,300.

186. Revise staffing levels in the Bureau of Data Management.

Plans are being developed to move the document control and data entry
functions for eligibility information from the central office to the regions. It is
anticipated that only the document control personnel would be required to
augment regional staffs. Therefore, four data entry positions in the Bureau of
Data Management should be eliminated when the transfer is completed. The
annual saving would amount to $45,800. '

187. Develop a standard accounting system for the department.

Each region, program and institution has its own accounting system to handle
accounts receivable, cash receipts and uncollectible monies. Many of the pro-
cedures have been designed by individuals with limited accounting experience.
The result is a lack of uniform data for control purposes.
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The Department of Health and Welfare should establish standard acce
procedures to remedy the situation, utilizing expertise from the Depar,

Unting . "
. o . vps ment of
Finance and the Legislative Auditor. In addition, a system should be establishgg

to record charges for all services provided to clients so that accurate Program
costs can be accumulated. The department will also be better able to Monitor
third-party collection efforts. . -

188. Delegate more responsibility for the allocation of funds to program
.administrators. .

The department’s Chief of Finance and Budget makes an initial allocation of '~ &

appropriated funds to the various programs, Following this, the executive staff of
15 people meets for two days to negotiate distribution;s for the regional and-
central offices. Once the regional budget s determined, respective directors may
transfer funds among programs subject to statutory limitations. Although funding
- requests presented to the Legislature are prepared by the various program
administrators, they have limited control over the appropriated monies,

To streamline the current process and place fund control more appropriately, the
involvement of the executive staff in budget allocations should be reduced.
Instead, four people — a regional director, a division administrator, the bureau
chief responsible for a specific area and the Chief of Finance and Budget —
should meet to allocate funds for each program. These decisions would then be
subject to final approval from the Director of Health and Welfare, These same
individuals should also control fund transfers.

189. Establish a collection function in each region.

During fiscal 1978, the department charged off an estimated $2.4-million in
uncollectible accounts receivable. To reduce the amount of revenues being lost,
a collection function should be established in each region. In addition to
implementing appropriate recovery procedures, personnel would screen appli-
cants for services by checking names through the department’s uniform informa-
tion system to identify prior delinquencies and arrange for payments,

190. Proceed with the conceptual design for an integrated information sys-
tem for the department.

The Information Systems Planning Task Force completed an extensive identifica-
tion of the department’s data requirements in January 1978. However, little
progress has been made since then in implementing the group's recommenda-
tions. Accurate, timely information is vital if department efficiency is to improve.
Therefore, steps should be taken to complete the information systems plan in
conformance with an overall state plan as soon-as possible and establish a
realistic implementation schedule, .

191.  Hold regular meetings between the State Auditor’s and the department’s
data processing personnel. : .

Changes of equipment and software in the State Auditor’s Computer Center can
interrupt services provided to the Department of Health and Welfare, Regularly
scheduled meetings are needed between personnel at the center and in the
department’s Bureau of Management Services to plan for equipment or systems
alterations and to work out mutual problems, Agendas should include dis-
cussions of hardware and software modifications, new applications, operating
environments and scheduling. '
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192, Establish approval procedures for data processing acquisitions.

Adequate procedures are not availableto review user needs, identify automation
requirements and establish development priorities. In many cases, equipment
and software are purchased without adequate cost/benefit analyses, resulting in
unnecessary costs.

The department’s new Bureau of Management Information Systems should
establish formal procedures for reviewing and implementing timely, cost-
effective additions to its data processing equipment and software resources. This
approach should include reviews by a steering committee composed of user
representatives and chaired by the department’s director. Members would be
responsible for establishing overall management information goals and policies
as well as identifying development priorities. : '

193. Improve the quality of systems analysis and design.

The dissatisfaction expressed with regard to the department’s data processing
services is primarily the result of approaches which do not adequately meet user
needs. One consequence is the maintenance of manual procedures which
duplicate computer programs because the information generated is not compat-
ible. Such lack of responsiveness to user needs has tended to increase rather than
decrease work loads. '

In order to use data processing resources properly, a qualified systems analyst
should be assigned to each major functional area — eligibility, social services
and finance. These individuals would be located with the users they represent
and would be responsible for liaison with the programming and computer
operating staff. The analysts would be involved in all systems developments or
modifications within the Department of Health and Welfare, Reviews of pro-
posed changes would be conducted with all concerned to ensure alterations will
serve user interests effectively. :

194. FEstablish formal systems development methodologies.

The data processing systems currently in use by the department are the result of
years of patchwork modifications. The lack of development documentation and
standards for systems, programming, operation and user procedures has caused
severe difficulties.

To remedy existing deficiencies, the department must establish a systems de-

velopment methodology which includes eight specific steps as follows: fact

finding, analysis, overall system design, program design, program coding, test-

ing, implementation and maintenance. Each of these development areas must be

_ supported by appropriate documentation to ensure better understanding of a
~ specific system’s functions and operation. .

Division of Community Rehabilitation

This division operates four institutions to serve the needs of the mentally ill,
physically or mentally disabled and juveniles convicted of serious criminal
offenses. It is headed by an administrator who directs a central staff of nine.
Division facilities include:
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Recommendations

O State Hospital North: Located in Orofino, this facility offers in-patient Care
for the mentally disturbed, residential treatment for alcoholism and diag-
nostic services for juveniles, It has a staff of 73 and a patient population of
93. The hospital’s fiscal 1980 appropriation amounts to slightly more
than $1.7-million.

O State Hospital South: This facility is situated at Blackfoot and also provides
in-patient care for the mentally ill. It houses 204 patients and has a staff of
273. The fiscal 1980 appropriation is about $5.3-million,

D Idaho State School and Hospital: Located in Nampa, the facility offers
residential rehabilitation programs for mentally and physically disabled
children and adults. Its population is 418 with a staff of 584. The fiscal 1980
appropriation amounts to approximately $11-million. '

O State Youth Services Center: The center is situated in St. Anthony and
supplies detention and rehabilitation services for referred juveniles. It has
165 residents and a staff of 134. The center’s fiscal 1980 appropriation
is about $5.3-million.

Overall, the division is fulfilling its mandate. However, its institutions do not
have effective cost allocation systerns. Some income could be realized through
the disposal of surplus property while other changes are needed to improve
various procedures. : :

195. Sell surplus land at two facilities.

Both the State Hospital South and the Idaho State School and Hospital have large
amounts of surplus property under their control. Since the land in question will
not be required for institutional purposes in the foreseeable future, it should be
sold and returned to the tax rolls. The combined one-time income to be derived
by the state is estimated at $1.8-million for 375 acres at Blackfoot and 500 acres
at Nampa.

196. Evaluate farm operations at the State Youth Center.

The combined crop and livestock operation at the center shows an annual loss of
between $10,000 and $23,000 excluding the $950,000 investment in land. -
While the farm operation is considered to have therapeutic value, only 20
residents can participate in the program at any one time.

Considering the substantial cost, a qualified group of individuals should form an
ad hoc committee to evaluate the farm operations on a cost versus benefit basis,
documenting its therapeutic value as well as potential treatment alternatives.
The group should include representatives from the center as well as the Depart-
ments of Health and Welfare, Employment and Lands. Resulting recommenda-
tions should be reviewed by the division administrator and the Director of Health
and Welfare, ' '

197. Expand the accounting system used at State Hospital North.

A number of non-hospital activities are situated on this facility’s campus. As a
result, State Hospital North is involved in supplying various combinations of
custodial, maintenance and utility services to its tenants. However, the present
accounting system. does not differentiate between hospital and non-hospital
operating expenses. '
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To provide proper cost allocation, an individual from the Bureau of Finance and
Budget should work with hospital personnel to define an account code structure
and data collection system that can provide necessary information. Implementa-
tion would offer a basis for appropriate cost recovery procedures.

198. Identify cost-effective alternatives for obtaining laboratory and phar-
macy services at State Hospital North.

At present, the hospital has one full-time and one part-time employee to handle
its laboratory and pharmacy operations. Given the small size of these units, it
might be more cost-effective to contract for necessary services from either the
local community hospital or a commercial laboratory. A study should be under-
taken to identify the possible alternatives on a cost versus benefit basis.

199. Charge non-patient tenants at State Hospital North for utilities.

There are 17 mobile homes and two houses situated at the hospital to provide
residential facilities for personnel. Current charges for rent and utilities are
extremely low, ‘

A study should be undertaken to determine if the potential revenue would justify
the expense of installing electric meters to monitor utility usage. The one-time
costis estimated at $4,300 while the annual income should amountto $9,600 for
the mobile homes and two houses.

200,  Institute an effective prevehtive maintenance program at State Hos-
pital South,

Current maintenance activities are not properly executed and there is no effec-
tive program for long-range facility planning or preventive maintenance. Con-
sidering the substantial investment involved, the following actions should be
taken to improve plant maintenance activities:

O Retain a qualified individual to head the facility management function.

[ Develop a work order system to identify labor and material expenditures
by category. This would provide appropriate planning and contro! factors
for major jobs.

O Institute a preventive maintenance program.
O Assign emergency repair work to a specific individual.

O Prepare a long-range facility maintenance plan once the contracted
engineering study now underway is completed.

Iimplementation will help preserve the life of this facility and should substantial ly
reduce overall maintenance expenditures,

201. Reduce the number of vehicles and pieces of farm equipment at the
Idaho State School and Hospital.

The school and hospital has 55-motor vehicles, ranging from sedans to 60-
passenger buses, as well as a considerable amount of farm equipment. Two
people are involved in servicing these units and dispatching activities although
many of the vehicles are underutilized.
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Recommendation

To improve resource allocation, three of the buses should be sold and the farm
equipment and vehicles reassigned to the Department of Corrections, The
annual saving is estimated at $12,800 based on current costs. No specific
income is claimed for sale of the buses. :

Division of Environment

The Division of Environment regulates and monitors sources of potential or
actual pollution. It has a staff of 112, supervised by the Director of Environment,
The fiscal 1980 appropriation amounts to almost $3.3-million. An additional
$7.5-million has been allocated to provide state funds for possible construction
of additional sewage treatment facilities. Financing would be provided on 3

matching basis with 75% federal, 15% state and 10% local monies,

Organizationally, the division includes four bureaus: Air Quality, Water Quality,
Environmental Health and Regional Environmental Services. The Air and Water
Quality Bureaus are responsible for drafting recommended legislation, adminis-

' tering government grants, advising public and private agencies on

environmental concerns and prosecuting polluters. Activities of the
Environmental Health Bureau are to be absorbed by the other units in the
division following its elimination by the Legislature. Personne! in Regional -
Environmental Services gather data in the field and make on-site inspections to
ensure compliance with environmental regulations.

In general, this division is organized properly to carry out its responsibilities.
Some economies could be realized in the area of public relations.

202. Reassign public relations duties.

The division now employs an information specialist. However, the public rela-
tions activities required in this organization are not sufficient to warrant a
full-time position, The post should be eliminated and the activity absorbed by the
public information coordinator for the department. Implementation will provide
an annual saving of $15,500.

Division of Health

The objective of the division is to cboperate with private and government entities
in programs to establish high standards of health for the citizens of Idaho.

The chief operating officer is an administrator who supervises a staff of 271. The
fiscal 1980 appropriation amounts to slightly more than $17-million. Organiza-
tionally, the d ivision includes seven bureaus:

[ Substance Abuse: Provides counseling and treatment programs for persons
with alcohol or drug related problems.

O Laboratories: Performs all tests for state and district health departments as
well as local and state law enforcement agencies.
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Recommendation

[J Child Health: Offers various types of programs and services related to child
health care.

0 Health Care Services: Licenses hospitals, nursing homes and similar facili-
ties and monitors services provided under Medicaid and Medicare.

O Emergency Medical Services: Responsible for developing a statewide sys-
tem of care for critically injured or ill persons.

O Preventive Medicine: Administers programs to decrease the incidence of
chronic and communicable diseases.

O Vita! Statistics: Registers all births, deaths, abortions, marriages and di-
‘vorces occurring within the state. S

The Division of Health is functioning effectively and fulfilling its major respon-
sibilities. However, some overlapping is evident in regard to dairy facility and
production inspections.

203. Consolidate the state’s dairy inspection and testing functioﬁs in the
Department of Agriculture.

At present, both the Department of Agriculture and the Division of Health are
responsible for various inspection and testing activities related to dairy products
and facilities. This overlapping is inefficient and results in additional operating
costs. Consolidating these activities in the Department of Agriculture would
provide an annual saving of $39,200 through personnel reductions.

Division of Welfare

The Division of Welfare provides financial, medical and social services to
eligible recipients. It is headed by a director who supervises 136 people in the
central office and 663 employees located in seven regional facilities. The fiscal
1980 appropriation amounts to almost $94-million. Organizationally, the divi-
sion includes the following bureaus:

O Research and Statistics: Collects and analyzes programs and other opera-
ting data for purposes of completing reports..

O Support Enforcement: Attempts to obtain child support payments from
absent parents.

0 Social Services: Administers the youth rehabilitation program, licenses day
and foster care placements, documents financial payments for child care
services and handles adoptions, child protection and the Work Incentive
(WIN) program.

O State Economic Cpportunity: Provides assistance to six community action
agencies in the state.

O Financial Assistance: Administers payments to eligibile recipients under
various financial aid programs.
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Recommendations

O Medical Assistance: Responsible for the state’s Medicaid program,

Overall efficiency could be substantially improved through changes in Organiza-
tion structure and staffing patterns. Central office functions which are contracted
to private service providers appear poorly defined and excessively expensive,
Some fee revisions are also needed.

204. Revise division staffing patterns.

An evaluation of division work loads indicates several instances of overstaffing
or poor utilization of personnel resources. To reduce current operating expendi-
tures and ensure appropriate use of employee capabilities, the following
changes should be made:

0O Combine two current supervisory positions into a single post of data
control manager within the Bureau of Benefits Payment.

O Eliminate the position of training coordinator in the Bureau of Social
Services and reallocate instruction activities to the department’s Bureau of
Personne! Management. -

O Consolidate the responsibilities of the state youth rehabilitation coor-
dinator and the state child care coordinator to eliminate functional dupli-
cation. A similar merger should be carried outto combine duties of the state
adoption coordinator and the state child protection coordinator.

O Transfer responsibilities assigned to the Bureau of State Economic Oppor-
tunity to the Bureau of Social Services and reduce the consolidated staff by
two positions.

O Eliminate the posts of account technician and account clerk since only
minimal processing is needed for the revised food stamp program.

Implerﬁentalion of these staffing alterations would provide an annual savfng
totaling $136,100. _ ] ' :
205. Establish a fee for state-matched adoption services.

An estimated $500,000 was spent by the state in fiscal 1978 to arrange 118
adoptions. Most of the money was required for investigations of prospective

- parents to facilitate a good match between these individuals and the child to be

adopted. Although there is a substantial demand for this service, no fees are
charged to offset expenditures, :

To help defray growing costs, a reimbursement of $600 should be assessed for
each state-arranged adoption as is the policy in Utah. The annual income would

be approximately $70,800, .

206. Merge the Bureaus of Financial and Medical Assistance.

Each of these bureaus disburses money to eligible recipients and service
providers. In many cases, persons receiving financial benefits are also getting
medical payments. Integrating these units into a single Bureau of Benefits Pay-
ment would reduce staffing requirements and ensure appropriate program coor-
dination. The annual saving through elimination of three positions would
amount to $46,600. '
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Present Operations

Recommendations

207. Improve administration of the WIN program.

WIN is a cooperative effort between the Department of Employment and the |

Department of Health and Weifare to find work for qualified welfare recipients.
Federal regulations require that the departments establish separate administra-
tive units with some form of centralized policy control. Local service offices
utilizing staff from both departments are encouraged.

At present, Idaho has neither -centralized program authority nor an effective
system of co-located local offices. Steps should be taken by the directors of both
departments to create a separate, centralized administrative unit for the WIN
program. In addition, a co-located WIN office should be established in each
regional job service center, staffed by personnel from the two departments.
Implementation will establish clear lines of responsibility and help improve
current service delivery levels.

208. Improve the division’s cost allocation procedures for pre-examination
claims processing.

The Medicaid Management Information System is handled by a service provider
under a contract due to expire in 1980. However, contract provisions exclude
certain functions associated with pre-examination claims processing. As a result,
the department has had to assume these activities at an annual cost of $111,000
including telephone expenses for a claim inquiry hotline, When the contract is
renewed, it should be altered to encompass these processing activities. Elimina-
tion of seven division positions and the telephone inquiry service will provide an
annual saving of $111,000.

Department of Employment

The Department of Employment is responsible for administering the state’s
unemployment compensation program and providing job placement services. It
also administers the federal program established under CETA.

The Director of Employment is the chief operating officer in the department
and reports directly to the Governor. The department’s fiscal 1980 appropriation
is set at $78-million while employment is authorized at the equivalent of 758
full-time positions.

Major programs include Unemployment Insurance which accounts for 53% of
the department’s budget, CETA which receives 36% and other activities such as
Work Incentive and employee service grants which account for the remaining
11%. Organizationally, the department consists of three divisions — Adminis-
trative Services, Job Services and Unemployment Insurance — plus five small
staff groups including the Management Analysis Bureau.

The department is basically well run with managers taking positive steps to
resolve difficulties as they occur. However, there is a definite need for action in
regard to data processing capabilities. Although existing hardware is considered
inadequate for projected requirements, an overall plan has not been developed.
In addition, current procedures should be analyzed to simplify work flow and
improve processing efficiency. .
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209. Establish 2 data processing task force and steering committee.

The department spends more than $11-million annually on administrative ser.
vices. Since information processing is a vital part of good administration, it i
essential that user needs be clearly defined and appropriate processing priorities
established. Exisiting hardware is considered inadequate for projected work
loads, but the department does not have sufficient information to formulate 3
comprehensive plan to enhance its data processing capabilities. A task force has
been established to address these problems, but they are not in a position to
decide policy matters such as application criteria and project priorities,

Two distinctly different issues must be addressed — policy and operations — and
two separate committees should be formed to develop appropriate action plans.
The first would be a data processing task force. It would be composed of analysts
and others from the service delivery and staff organizations as well as data
processing experts. This group would identify specific problems where data
processing applications would be appropriate. It would also develop workable
alternatives and provide costbenefit comparisons including necessary docu-
mentation to implement an application.

The second group would be a data processing steering committee. It would
include the department’s director, three division administrators and the chief of
the Management Analysis Bureau. These individuals would establish data pro-
cessing policies and priorities, providing direction to the task force and setting
milestones for specific accomplishments, They would also determine which
applications should be pursued. :

The following are some areas which should receive primary consideration by the
steering committee and the task force:

O Relocation of data entry and integrity responsibilities to local offices where
information originates.

O Establishment of a single data entry operation for common elements of the
Unemployment Insurance Employment Service and CETA programs.

O Elimination of CETA participant and unemployment claimant files in the
Boise office once computer records are established.

O Consideration of various options for updating computer files to ensure
maximum efficiency.

0O Development of a funding approach to include CETA in department data
processing activities. -

O Continuation of current plans to eliminate hard copy documentation in the
Boise office.

Implementation should result in improved response time and elimination of
redundant activities. Lower unit processing costs are also anticipated.

210. Conduct methods improvements studies to simplify work procedures.

Little effort has been made to analyze working procedures in the departn"_lef_lt
with the overall objective of simplifying activities whenever possible. This is
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extremely important since the absence of such evaluations results in fragmented
operations, redundancy and inefficient processing.

Three senior management analysts in the Management Analysis Bureau should
be assigned to the Field Service Bureau of the Job Services Division to conduct

methods improvement studies. They would approach the problem from individ-

ual work stations at the local offices and analyze systems flow back to the

appropriate staff organizations. Recommended changes in procedure should be

completely documented and sufficiently detailed for effective implementation.

The bureau’s remaining three analysts should work with the other two divisions

to perform similar studies.

Implementation would eliminate the need for two supervisory positions and a
secretarial post. The annual saving would amount to $41,000 while the annual
cost avoidance would be $27,700. Both are federal benefits.

211. Evaluate the efficiency of the central office.

Some duplications of effort and administrative-duties exist in the department’s
Boise office. For example, the Personnel Bureau and Staff Development and
Training Bureau are organized as separate staff functions although they have
comparable responsibilities. Their total employment s 15 which appears exces-
sive. Other operations such as the Planning, Research and Evaluation Bureau
appear to have unwarranted numbers of supervisory personnel.

To ensure overall efficiency, the department should conduct a comprehensive
evaluation of its central administrative organization. The first step would be to
determine the purpose of each organizational unit and its role in the depart-
ment's service delivery system. Next, the potential for combining functions

~ should be explored as well as the need for current levels of supervisory and

support personnel. Finally each job assignment should be reviewed to determine
the possibility for consolidating responsibilities in order to improve personnel
utilization. Although no specific benefits are claimed, savings to the state could
be substantial.

212. Consolidate two existing bureaus,

The Personnel and Staff Development and Training Bureaus in the department
carry out related functions and are small enough to be administered effectively as
a single unit. Staffing for the proposed bureau would encompass one chief, a
personnel technician, four training coordinators, four clerks and a secretary. The
two analysts now in the Personnel Bureau who document position classifications
should be transferred to the Personnel Commission to eliminate functional
redundancy. Elimination of the two other positions — a chief and a secretary —
would provide a combined annual saving of $42,500 in federal funds.
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Digest of Recommendations

ACTION FINANCIAL ESTIMATED
RECOMMENDATIONS REQUIRED IMPACT AMOUNT

Office of the Governor

1. Redefine staff coordination and liaison re-  Executive Annual Cost ‘ $ 36,800
sponsibilities in the Office of the Governor.

2. Revise the office layout. Executive

3. Increase participation in the State Executive  Executive Annual Cost $ 68,000
Institute.

4. Utilize annual objectives with quarterly pro-  Executive
gress reports.

5. Develop written job descriptions. Executive

6. Prepare a procedures manual for staff use. Executive

Bt 1T -

Division of Budget, Policy Planning and Coordination
7. Revise the functional responsibilities of the  Constitutional
division.
8. Implement more effective expenditure Legislative
controls.

9. Provide instruction on zero-based and incre- Executive
mental budgeting to agency and legislative
personnel.

10. Define major policies in advance of the Executive
budget preparation cycle.

11. Improve the effectiveness of budget control  Executive
reports.

12. Revise procedures for evaluating annual  Executive
performance.

13. Include depariment directors in budget re-  Executive
view sessions.

14. Provide more data processing support for  Executive One-Time Cost $ 20,000
budget preparation.

15. Simplify budget request forms. Executive

16. Relocate the Peace Officers Standards and  Executive One-Time $ 5,000
Training Academy. Cost Avoidance

Office of Energy
17. Revise the state energy plan. Legislative Annual Cost $ 69,000
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RECOMMENDATIONS Rﬁgz"n RINANCIAL ESTIMATED
Division of Tourism and Industrial Development
18. Develop a slatewide economic planning  Executive
function. :
. Public Employee Retirement System
19. Restructure the central office organization. Executive Annual Saving $ 63,500l
20. Set guidelines for fund investment returns. - Executive ‘
21. Expedite system deposits. Executive Annual Income $ 69,000
22, Modify procedures for handlilng separation  Executive Annual Saving $ 14,600
‘ payments. : '
23. Require disability retirees to supply continu-  Executive -
ing medical documentation.
Liquor Dispensary
24. Reorganize the Liquor Dispensary. Executive Annual Cost $ 10,600
" 25. Separate refail and wholesale functions. Executive Annual Saving $395,500
26. Streamline inventory controls and reduce  Executive Annual Saving . $ 48,600
supply levels. Annual Income $300,000
27. Convert appropriate state stores to agencies.  Executive Annual Saving '$392,000
'28. Modernize retail store operations. Executive
29. Establish specific performance standards to'  Executive
evaluate the dispensary’s superintendent.
30. Adopt a new purchasing system. Executive Annual Saving $ 12,600
31. Revise dispensary purchase order forms. ‘Executive
State Insurance Fund
" 32, Analyze the fund’s future data processing  Executive
requirements.
‘Endowment Fund Investment Board
33. Improve annual performance reporting. Executive
34. Formulate realistic budgets for data process-  Executive One-Time $ 11,300
ing systems development and operations, Cost Avoidance
Office on Aging _
35. Restructure the Office on Aging. Executive Annual Saving $ 26,500
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RECOMMENGATIONS

Commission on Human Rights
36. Decrease case closure time.

37. Establish performance objectives.

Commission for the Blind
38. Reduce the staff by one position.

39. Obtain reimbursement for small business
expenditures.

40. Discontinue bid solicitations by commission
personnel..

Commission on Women’s Programs
41. Evaluate the effectiveness of the commission.

42. Review representation on this committee to
ensure its membership is appropriate.

Military Division
43. Accelerate the program to reduce the number
of state armories.

44. Determine alternate energy sources for heat-
ing Gowen Field buildings.

Lieutenant Governor

45. Increase the involvement of the Lieutenant
Governor in gubernatorial duties and
activities.

Attorney General
46. Increase effectiveness of field support staff.
47. Establish a central filing system,

Secretary of State

48. Increase fees for copies of corporate data.

State Auditor
49. Redefine the State Auditor’s responsibilities.
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ACTION FIMAMNCIAL
REQUIRED IMPACT

Executive

Executive

Executive Annual Saving

Executive

Executive

Legistative

Executive

Executive Annual Saving
One-Time Income

Executive One-Time Cost

Executive

Executive

Executive

Executive Annual Income

Constitutional

ESTIMATED
AMOUNT

$ 21,800

$ 4,500
$150,000

$ 50,000

$ 5,400




RECOMMENDATIONS

Pre-Audit and Accoun'ting

50.

51.
52.

53.

54.
-55.
56.

Revise the current organization structure.

Publish a state accounting manual.

Include depreciation information on property
and equipment in the state accounting system.

Revise procedures for paying social security
taxes,

Eliminate pre-audit duplications.
Eliminate redundant keypunching.
Disburse payroll warrants directly.

Computer Center

57.
58.

59.

60.

61.

Relocate the center.

Prepare a comprehensive operating plan for
the center.

Establish an implementation date for the em-
ployee information system.

Separate the systems analysis and computer
programming functions.

Strengthen management control of data entry
operations.

Data Processing

62.
| 63.
64.
65.
66.
67.

68,
69.

Create a Department of State Information
Systems.

Require all data centers to prepare written
operating plans.

Develop a master plan for the state.

Transfer the auditor’s computer operations to

ACTION FINANCIAL
REQUIRED IMPACT
Executive Annual Saving
One-Time Income
Executive One-Time Cost -
Executive

Legislative ~ Annual Saving

Executive Annual Saving
Executive One-Time Cost

Executive

Executive

Executive
Executive
Executive

Executive

Legislative
Executive

Executive

Constitutiona!

the proposed Department of State Informa- .

tion Systems.

Revise accounting and budgeting controls re-
lated to data processing.

Improve the quality of systems analysis and
design.

Review package systems before purchasing.

Implement procedures to ensure cost-
effective data communications networks,

Executive

Executive

Executive

Executive

102

ESTIMATED
AMOUNT

$ 58,700
$ 2,000

$ 20,000

$ 32,000

$-40,000
$ 5,000




RECOMMENDATIONS

70. Use existing authority to defer development

of new computer centers.

Department of Administration

71.

72.

73.

Automate the accounts receivable billing
process.

Permit interaccount billing for insurance
cosls.

Allow agencies 1o purchase postage directly.

Division of General Services

74.
75.

76.
77.

78.

Centralize state printing activities.

Implement a comprehensive records man-
agement program,

Consolidate record microfilming activities.

Develop a statewide radio communications
plan.

Pre-sort first class mail.

Division of Public Works

79.

80.

81.

82.

83.

84.

Develop a comprehensive facilities manage-
ment information system.

Improve procedures for evaluating space
requirements.

Resolve inconsistencies in current building
codes.

Centralize approval controls for new
construction. :

Improve expenditure controls on construc-
tion projects.

Contract for private janitorial services.

Division of Purchasing

85.
Bé.
B7.
88.

Restructure the state’s purchasing function.
Revise purchasing legislation.
Streamline buying procedures.

Establish performance objectives and monitor
progress through periodic audits of the pur-
chasing function.
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ACTION ' FINANCIAL
REQUIRED IMPACT

Executive

Executive Annual Saving
One-Time Cost

Legislative

Legislative

Legislative Annual Saving

Legislative ~ Annual Cost
One-Time Cost

Legislative

Executive Annual Cost

Executive Annual Saving

Executive

Executive

Legislative

Legislative

Executive

Executive Annual Saving

Executive Annual Saving

Legislative

Executive

Executive

ESTIMATED
AMOUNT

$ 12,000
$ 3,400

$268,500

$ 11,000
$ 31,000

$ 25,000

$ 12,000

$ 31,100

$207,100




89.

- 90.
921.

92.

93.

RECOMMENDATIONS

Initiate a buyer development program in the
division.

Improve fleet operations.

Revise current vehicle reimbursement
policies.

Implement an integrated billing and mventory
control system,

Discontinue the state’s computerized prop-
erty inventory.

Personnel Commission

94.
"95.
96.

97.

Department of Revenue and Taxation
98.

99.
100.
101.
- 102;
103.
104.

105.
106,

Expand the jurisdiction of the Personnel
Commission,

Reassign total recruitment responsibility to
the commission.

Transfer department personnel analysts to the
CommISSIon

Assist agencies in implementing mandated
performance evaluations.

Allow the federal government to administer
the state’s individual income tax returns.-

Establish an Administraior of Revenue and
Taxation.

Require full disclosure of market values in all
property transactions.

Combine the Bl.‘lreaus‘ of Audits and Field _

Services. N
Increase staff in the Employer Withholding
Section.

Reclassify two positions in Miscellaneous
Taxes. ’

Implement standard procedures in the de-
partment for systems development and
documentation,

Provide reporrs on actual productivity.

improve the work layout in the Bureau of
Revenue Operations.

ACTION ‘ FINANCIAL
REQUIRED IMPACT
Executive Annual Cost

Executive Annual Saving

Legislative
Executive Annual Saving

One-Time Cost
Legislative

Legislative
Legislative
Executive .

Executive

Legislative Annual Saving
Constitutional Annual Cost

Legislative  Annual Saving

Executive Annual Saving
Executive Annual Income
Executive Annual Saving
Executive

Executive ‘
Executive One-Ti me Cost
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ESTIMATED
AMOUNT

$ 5,000

$464,400

$ 9,900
$ 5,000

$1.2-million

-$ 26,900

$126,700
$ 30,900
$ 30,000

$ 22,700

$ 20,000




ACTION FINANGIAL ESTIMATED
RECOMMENDATIONS RECANRED IMPACT AMOUNT

- Public Utilities Commission

107. Restructure the Public Utilities Commission.  Executive Annual Saving | $ 27,&60

Annual Cost Avoidance  $112,600
108. Improve complaint handling procedures. Executive Annual Saving $ 14,000
109. Sublet surplus office space. Executive Annual Income $ 60,800

Department of Finance

110. Increase fees to help defray expenses. Legislative Annual Income $130,000
111. Realign certain activities to improve Executive Annual Saving $ 46,300
efficiency.

Department of Insurance

112. Restructure the department on a functional  Executive
basis.

113. Extend licensing periods and reduce the Legislative Annual Saving $ 18,400
number of renewal notices.

114. Stuﬂy the feasibility of automating the  Executive
licensing/appointment process.

Department of Labor and Industrial Services

115. Assess hearing and processing fees in connec- Legislative Annual income $ 40,000
tion with wage law violations.

' 116. Revise department stafiing levels. Executive Annual Cost Avoidance  $126,900
117. Issue biennial licenses. Executive Annual Saving $ 12,000
118. Simplify the permit issuance process. Executive Annual Cost Avoidance ' $ 11,600
119. Improve utilization of department vehicles. Executive Annual Cost Avoidance $ 8,300

Department of Agriculture

12 Adjust license and audit fees. Legislative Annual Income $201,300

121. Establish a fee based on head counts for  Executive Annual Income $120,000
slaughtering licenses.

122. Charge for optional laboratory tests. Executive Annual Income $280,000

123. Increase fees for testing, inspection, certifica-  Executive - Annual Income $ 78,000
tion and licensing.

124. Implement a centralized management infor-  Executive Annual Saving $ 14,700
mation system. ‘ One-Time Cost $ 5,000

125. Centralize license renewal functions. Executive Annual Saving . $ 24,300
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RECOMMENDATIONS

126. Consolidate the department’s public relations
and marketing functions.

127. Improve space utilization.

Department of Fish and Game

128. Separate line and staff functions in the
department.

129. Bili license vendors monthly.

130. Improve fleet manageiment procedures.

131. Formulate a land utilization program.

132. increase rents for department housing.

Department of Parks and Recreation

133. Reorganize and structure the Department of
Parks and Recreation along functional lines.

134. Incorporate Lava Hot Springs Park into the
department.
135. Establish day-use charges at state parks.

136. Reduce the number of vehicles assugned to the
south region.

137. Increase residential rents.

Department of Lands
138. Restructure the Department of Lands.
139. Increase timber sales.

140. Evaluate vehicle records annually.

Department of Water Resources

141. Reorganize the Department of Water
Resources.

142. Revise staffing levels in the Economics
Section,

Transportation Department

143. Improve evaluation techniques for proposed
projects.

ACTION
REQUIRED

Executive

Executive

Executive

Executive

Executive

Executive

Executive

Executive
Legisiative
Executive

Executive

Executive’

Executive
Executive

Executive

Executive

Executive

Executive
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FINANCIAL
IMPACT

Annual Saving

Annual Saving
Annual Income

Annual Saving
One-Time Income

Annual Income

Annual Saving
Annual Saving
Annual Income

One-Time Cost

Annual Saving
One-Time
Cost Avoidance

Annual Income

Annual Saving

Annual Income -

Annual Saving

Annual Saving

Annual Saving

ESTIMATED
AMOUNT

$ 23,600 .

$ 26,600
$ 50,100

$ 5,700
$ 11,700

$ 19,500

$ 73,200 ‘
$ 1,400
$331,000
$ 21,000
$ 12,200
$ 26,200

$ 13,100

$189,500
$4.98-million

$118,200

$ 72,200

$807,200




144.

145.

146.

RECOMMENDATIONS

Upgrade the department’s data processing
operations.

Inventory the department’s real property
assels.

Transfer two analysts to the Personnel
Commission.

Division of Highways
147. Restructure the division to eliminate

duplications.

148. Set realistic inventories for the materials re-

serve program.

149. Phase out positions associated with imple-

mentation of the Highway Beautification Act.

ACTION
REQUIRED

Executive

Executive

Executive

Executive

Executive

Executive

Division of Aeronautics and Public Transportation

150.
151.

Improve utilization of aircraft resources.

Revise division fees.

Bureau of Management and Planning

152.

Cancel additional highway testing activities.

Bureau .of Administration

153.

154.
155.

Realign staff responsibilities in the Procure-
ment and Materials Management Section.

Eliminate the central warehouse.

Contract for custodial and grounds mainte-
nance services.

Department of Corrections

156.
157.

158.

159.
160.

Expand the work release program.

Transfer responsibility for prison farm
operations. :

Sell surplus milk to other state instituﬁoné.

Eliminate the Industries Commission.

Create an Industrial Advisory Board to help
improve the state’s prison industry program.
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Executive

Legislative

Executive

Executive

Executive

Executive

Legislative

Executive
Executive

Legislative

Executive

FINAMCIAL
IMPACT

Annual Saving
Annual Cost Avoidance

Annual Saving

Annual Income

Annual Cost Avoidance
One-Time
Cost Avoidance

Annual Saving

Annual Saving

Annual Saving

Annual Saving

Annual Income
One-Time Cost

ESTIMATED
AMOUNT

$256,500

$150,000

$166,200

$ 20,000

$ 40,500

$ 22,100

$ 58,700
$111,000

$324,600.

$130,000

$ 61,200
$ 27,000




RECOMMENDATIONS

Department of Law Enforcement

161. Reduce the current span of control.

Administrative Services Division
162. Restricl training to job-related instruction.

163. Provide management reporis on vehicle
usage,
164. Automate the central inventory records.

Police Services Division
165.. Revise selected provisions of the liguor code.

State Police Division .
166. Develop a planned maintenance program.

167. Replace division vehicles more often.

Motor Vehicle Division
168. Simplify the fuel and mileage tax structure.
169. Update division fee schedules.

170. Computerize additional functions in the
Motor Vehicle Division.

171. Simplify. the division’s reporting structure.
172. Do not fill present vacancies.

Weigh Station Division

173. Establish an agreement with the State of
Oregon as parl of a stronger enforcement

program.

174. Implement the proposed weighing-in-motion

program.

-175. Replace certain positions with clerical
personnel. '

State Board of Education

176. Establish a Division of Management Services
in the Department of Education.

177. Use cooperative arrangements to eliminate’

program duplications.

178. Iniprove the basis for determining financial
need.

ACTION FINANCIAL
RECRIRED IMPACT

Executive

Executive

Executive

Executive
Legislative

Executive

Executive

Legislative Annual Income
Legislative Annual Income

Executive Annual Cost
One-Time Cost

Executive

Executive Annual Cost Avoidance

Legislative Annual Income
One-Time Cost-

Executive One-Time Cost
Executive Annual Saving -
Executive

Executive

Executive
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ESTIMATED
AMOUNT

$810,000
$ 48,000

$ 65,800

$625,800

$ 49,500

$108,000

$184,000 -

$520,000

$ 9,000

.




S T R

179.

180,

184,

185.
186.
187.
IIBB.
189.
190.

191.

192,
-193.

194,

RECOMMENDATIONS

Consolidate the State Board of Education’s
Disability Determinations Unit and Voca-
tional Rehabilitation.

Provide a detailed analysis of current library
staffing and service levels.

Department of Health and Welfare
181.
182,
183.

Consolidate the human services regions.
Reorganize the department.

Develop a coordinated service delivery
plan in cooperation with district health
departments.

Reduce the fiscal 1980 personnel allocation to
reflect actual needs.

Revise the depariment’s personnel functions.

Revise stafiing levels in the Bureau of Data '

Management.

Develop a standard accounting system for the
department.

Delegate more responsibility for the alloca-
tion of funds to program administrafors.

Establish a collection function in each region.

Proceed with the conceptual design for an
integrated information system for the
department.

Hold regular meetings between the State Au-
ditor’s and the department’s data processing
personnel.

Establish approval procedures for data pro-
cessing acquisitions.

Improve the quality of systems analysis and

_ design.

Establish formal systems development
methodologies.

_ Division of Community Rehabilitation
1_95; Sell surplus land at two facilities.
196.

Evaluate farm operations at the State Youth
Center.
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ACTION
REQUIRED

Executive

Executive

Executive
Executive

Executive

Executive

Executive
Executive
Executive
Executive
Executive
Executive

Executive

Executive
Executive

Executive

Executive

Executive

FINANCIAL
IMPACT

Annual Saving

Annual Saving

Annual Saving

Annual Cost Avoidance
Annual Cost Avoidance
(Federal)

Annual Saving
Annual Cost Avoidance

Annual Saving

One-Time Income

ESTAIMATED
AMOUNT

$ 33,600 -

" $587,800

$ 19,700

%1.8-million
$1.3-million

$ 59,000
$ 16,300

$ 45,800

- $1.8-million




197. Expand the accounting system used at State
Hospital North.

198. ldentify cost-effective alternatives for obtain-
ing laboratory and pharmacy services at State
Hospital North.

199. Charge non-patient tenants at State Hospi.ta.l
North for utilities.

200. Institule an effective preventive maintenance
program at State Hospital South.

201. Reduce the number of vehicles and pieces of
farm equipment at the Idaho State School and

Hospital.

Division of Environment
202. Reassign public relations duties.

Division of Health

203. Consolidate the state’s dairy inspection and
testing functions in the Department of

Agriculture.

Division of Welfare
204. Revise division staffing patterns.

205. Establish a fee for state-matched adoption

services.
1206. Merge the Bureaus of Financial and Medical
Assistance. ‘
207, Improve administration of the WIN program.

208. Improve the division's cost allocation proce-
dures for pre-examination claims processing.

Department of Employment

209. Establish a data processing task force and
steering committee.

210. Conduct methods improvements studies to
simplify work procedures.

211. Evaluate the efficiency of the central office. -

212. Consolidate two existing bureaus,

ACTION
REQUIRED

Executive

Executive

Executive

Executive

Executive

Executive

Legislative

Executive

Executive
Executive

Executive
Executive

Executive

Executive

Executive

Executive
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FINANCIAL
tMPACT

Annual Income
One-Time Cost

Annual Saving

Annual Saving

Annual Saving

Annual Saving
Annuat Income

Annual Saving

Annual Saving -

Annual Saving
{Federal)

Annual Cost Avoidance
{Federal)

~ Annual Saving

(Federal}

ESTIMATED
AMOUNT

$ 9,600
$ 4,300

$ 12,800

$ 15,500

$ 39,200

$136,100

$ 70,800

$ 46,600

$111,000

$.41,000 -

$ 27,700

$ 42,500

-,
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Sponsoring Organizations

Contributors of Management Personnel

Albertson’s, Inc.

Bank of Idaho, N. A,

Boise Cascade Corporation
Community Health Clinics, Inc.
Coopers & Lybrand

EG&G, Inc.

First Security Bank of Idzho, N. A,
Lloyd E. Haight

Hewlett-Packard Company

Idaho Bank & Trust Company
The Idaho First National Bank
Idaho Power Company
Morrison-Knudsen Company, Inc.
Mountain Bell

Potlatch Corporation

Sierra Life Insurance Company
Joseph D. Swoyer

Touche Ross & Co.

Utah Power & Light Company

Contributors of Financial and/or In-Kind Services

Ada County New Car Dealers Association
Albertson’s, Inc. _
American Microsystems, !nc.
‘American Potato Company (AMPCO Foeds, Inc.)
Arthur Andersen & Co.
Assaciated Dairies
Bank of Idaho, N. A.
Larry Barnes Chevrolet
The Bazaar, inc.
Bennett Lumber Products, Inc.
Norm Bishop Volkswagen
- Blue Cross of idaho Health Services, Inc.
Boise Cascade Corporation
Boise Kenworth Sales
The Boisean
Browning Freight Lines, Inc.
Bunker Hill Company
Callahan Mining Corporation
Capito! Lincoln-Mercury
Chandler Corporation
CHaM Hill Central, Inc.
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Contributors of Financial and/or In-Kind Services {Continued)

Citizens National Bank

Coeur d'Alene Press (Hagadone Newspapers)

Continental Life & Accident Company
Conchemco, Inc.

Coopers & Lybrand

Deloitte Haskins & Sells

Diamond international Corporation
Dennis Dillon Oldsmobile — GMC
EG&G, Inc. _

Elkhorn at Sun Valley

Emnst & Whinney

First National Bank of North Idaho
First Security Bank of idaho, N. A.
FMC Corporation

Futura Industries Corporation

General Telephone Company of the Northwest

Great Western Distributing, Inc.
Harmon Travel

Hessing Chrysler-Plymouth
Hewlett-Packard Company

Hoff Companies, Inc.

Holiday Inn

iBM Corporation

Idzho Automobile Dealers Association
Ida-Cal Freight Lines, Inc.

Idaho Bank & Trust Company

The Idaho First National Bank
Idaho.Power Company

Idaho State Journal

The Idzho Statesman

Independent Meat Company
Intermountain Gas Company
Intermountain Health Care, Inc.
Inter-Mountain State Bank
Kellwood Company

J. Howard Kent (Kent Ranch Co.)
Kit Manufacturing Company
Lewiston Grain Growers, Inc.
Lewiston Morning Tribune
Louisiana-Pacific Corporation
Miller-Stephan -Pontiac-Cadillac-Honda
Moffatt, Thomas, Barrett & Blanton
Monsanto Industrial Chemicals Co.
Morrison-Knudsen Company, Inc,
Mountain Bell

Owyhee Plaza

Ore-lda Foods, Inc.

Pacific Power & Light Company
Lyle Pearson Co.

JCPenney Company, Inc.

Penny Wise Drug Stores, Inc.
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Contributors of Financial and/or In-Kind Services {Continued)

Peterson Motor Co.

The Post-Register

E. A. Radke

The Ramada Inn

Rapon Investments, Inc.

Bob Rice Ford

Rodeway Inn

Royal Inn of Boise

Safari Motor Inn

Sears, Roebuck & Co.

Senco Products, Inc,

Shaver’s Inc.

Stiver Dollar Mining Company

J. R. Simplot Company

' Sioux Veneer Panel Co.

] Sunshine Mining Company

] The Terteling Company, Inc.

3M — Safety Systems Division
The Times-News

Treasure Valley State Bank

Trus Joist Corp.

Twin Falls Bank & Trust Company
Union Pacific Railroad Company
United First Federal Savings & Loan Association
Valley Bank

Washington Water Power Company
J. C. Watson Company

Western Construction, Inc.
Wickes Forest Industries

XEROX Corporation




